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FOREWORD -- 

The Center for Development Infoqpation and Evaluation (CDIE) 
first focused on the sustainability of A.I.D.'s projects as cn 
issue requiring attention in the mid-1980s. In a review of the 
Agency's EY 1984 project evaluation reports, CDIE found that "al- 
though sustainability is one of the elemeats of A.I.D.,s institx- 
tion building concept, the weight of evidence ... suggests that 
this goal is not yet being pursued with adequate diligence, seri- 
ousness cf purpose, or by means of clear enough cc~teria!'. . ." 
The review provided numerous examples from the evaluation reports 
of projects whose sustainability was in doubt, although it gave 
no statistical count of the magnitude of the problem. A subse- 
qucnt review of Agency pro3ect evaluations in FY 1986 found that 
only 11 percent of the 212 projects evaluated had a strong proba- 
bility of being sustained after the termination of U.S. assis- 
tance and 25 percent had poor prospects for sustainability. 

1 i 

CDIE also undertook several intensive assessments of sus- 
tainability in the health sector, focusing on the project level ' I  

(e.g., a,rural health de'velopment project in Lesotho and a mass- 
medialhealth practices project in The Gambia) and on a broader 
program or sectoral level in selected countries (e.g., Honduras 
and Guatemala and several ongoing projects in Africa). ~hesk 
asssssrnents concentrate on identifyins the project characteri-s- 
tics and'the country contexts affecting sustainability, offering 
some operational lessons- on how to improve the sustainability of 
health projects. For example, a review: of evaluation reports of 

- 62 completed health projects found that more than half of the 
projects either had failed before project completion or were 
unlikely to be sustained following termination of U.S. support. : " 

ed to enhance the sustainability of current and planned activi- 
ties and to give particular attention to current weaknesses in 

_ __--_ _ _ _, _ -_ _ - _ _  - - -- -- - .- - --- ---- . - 

standing.-'bf the rlumerous f rs that impinge 



of sustainability, as evident from the review of donor evalua- , ),) 
tions. A careful reading of the lessons of the past should help 4 
project managers develop more effective approaches to achieving 
sustainable projects and programs. In order to broaden the dis- 
tribution and 
ability, CDIE 
Paper series. 

awareness of these valuable lessons on sustain- 
1s reprinting the DAC paper under its Discussion 

, , 
W. Haven North 
Associate Assistant Administrator 
Center fox Development Information and 
Evaluation 
Bureau for Program and Policy Coordination 
Agency for International Development 
November 1988 
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The Center Eor Development Information and Evaluation played 
a key roie in synthesizing the materials on sustainability re- 
ceived from donor agencies and in drafting the paper for the 
Expert Group on Aid Evaluation of the Deveiopment Assistance 
Committee (DAC). Special contributicns were made by Devorah 
Miller, who did the initial analysis and synthesis of the various 
donor reviews, and by Haven North, who as Chairman of the DAC 
Expert Group on Aid Evaluatiorl guided the effort from the start 
and prepared the final version. 



PREFACE 

m -- - 
This compendium summarizes the results of an internal survey 

- 
carried out by the Development Assistance Committee's (DAC) Ex- 
pert Group on Aid Evaluation. The DAC consists of 18 member 

- - - countries and the Commission of the Europesn/Communit.ies. In 
- addition, several multilateral agencies take part in the work of 

the group. 
- 

The main purpose of the compendium is to review the experi- 
ence of donors with the design and implementation of sustainable 
development programs. The focus is on donor project interven- 
tions and how they facilitate the continuation of benefits after 

- assistance is termincted. The subject of sustainability in 
development is, of course, fundamental to the development pro- 

- . . - cess, y - L L ~  or without external assistance. The term has broader 
applications, such as in sustainable agriculture, where it also 
encompasses the importance of preserving the ecological base for 
agricultural production. The phrase "sustainable development" is 
also being used to characterize the macroeconomic environmeat 

- required to maintain long-term economic growth. 

For the purpose of this review, the focus is on specific 
u development programs 'ssisted by donors and the fact-ors that bear 

on the long-tctrm sustainability of the benefits that flow from - these progrsms. It necessarily concentrates on projects that 
have experienced sustainability p~:oblems and should not be inter- 
preted as implying that che gexrality of aid projects are unsus- 

A tainable. The aim is 40 promote an understanding of the range of 
factors that impinye on the achievement of sustainabilit;~ as 
evident from el-aluatlons.. In this way, those concerned with the 
management of development. programs and related external assis- 
tance will be akle to design and monitor their projects more 
effectively and guide them toward long-term contributions to 
development.  each sustainability factor is discussed in a sum-- 
mary,inanner as each one is a complex subject in its own right3. 
that deserves more in-depth treatment. The group believes, how- 
ever, that it is important to point the way in the hope that 
program managers will carry on with the task oE determining the 
most efficient and effective ways to achieve the sustainability 

I 



1. INTRODUCTION 

While much has been learned about how to implement develop- 
ment programs, guidance on how to ensure thzt these programs are 
sustainable is not so clear. Sustainability is in many ways the 
ultimate test of development efforts. It requires net only that 
a project be successful in achieving its objectives during the 
project life but also that the benefits it generates continue 
beyond the time of the donor's involvement--the durability of 
success. Sustainability is an issue because experience with 
development programs is rich with examples of donor-assisted ef- 
forts that did not bring about long-term improvements. Increas- 
ingly, donr -- are asking how they can get more lasting impacts 
from thq" . , -  ;ogra,ns. 

The implications of sustainabil.ity are, of course, vital to 
the recipients of external assistance as well. It is the people 
in the developing countries who benefit froa the achievements of 
sustained development. It is their resources and communities 
that will have to sustain these benefits over the long term. 
Explicit attention to sustainability can help developing country 
policy-makers and beneficiary communities address the longer term 
implications of their joint development efforts with donors. 

- _  
Participants ,in the Development Assistawe Committee (DAC) 

Expert Group on Aid Evaluation agreed at its January 1986 meeting 
that they should examine the issue of sustainability in their 
evaluations during 1986. ~ a c h  participating agency was asked to:' 
include a set of questions relating to sustainability in the 
scopes of work for a11 evaluations to be conducted in 1986. . The 
objective in incorporating the questions was to enable the donors 
to obtgin a comprehensive review of their performance with regard 
to the sustainability of their programs. 

Donors were asked to include the following questions: 

- -- What project benefits (o~outputs) are to be (or were) 
sustained after donor funding ends (ended)? 

-- Who in the developing country will benefit, from project/ 
program success? How and to what extent has a constitu- 
ency been built through project implementation? (Active 
beneficiary participation often helps to ensure the 
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recovery schemes--e.g., user fees--staffin2 and incen- 
tive structures, and maintenanc2 systems) are being 
developed to continue project benefits? Will they be in 
place once donor financing ends? Will the organization 
have the capacity and flexibility to respond to chanqing - - 
conditions?- what system has been developed to adopt (or 
adapt) new technologies? 

-- What financial provision is being made for operations 
and naintenance and the replacement of capital equipment 
(e.g., recurrent and capital costs and foreign exchange 
requirements) ? 

-- Do projected benefits justify the continued investment 
of resources in the light of alternative opportunity 
costs and constraints? 

-- What is an appropriate time period to ensure that the 
key conditions for sustainability will be created and 
operative? 

This compendium identifies the most important factors 
I affecting program sustainability based on the experience of 

donors, as revealed by their reviews of sustainability. 

Section 2 is a summary reference to assist program managers 
to identify the principal points in the report to help guide 
their analyses of sustainability. Section 3 provides a defini- 
tion of sustainability and discusses its components and other 
related terminology. Sections 4 through 11 elaborate on each of 
the factcrs of sustainability and provide brief illustrations. 
section 12 discusses some design and evaluation questions and 
also comments on some steps donorsl'are taking to ezlsure that the 
factors of sustainability are int-.reduced in project operations. 
Appendix A presents in tabular form a way of looking at the 

., interrelations among the various factors of sustainability. , , 
11 

Further work is necessary along the lines examined inlthis 
report. A first step could consist,of a rnore formal agreement on 
the primary factors of sustairability. Rehohing such an agree- 

should not bg a problem 6ecausq there is already a consensus 
(, 

on the substance, as is evident in several sections of this 
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t o  s p e c i f i c  s e c t o r s  and t o  q u e s t i o n s  c f  t h e  r e l a t i v e  impcr tance  - of t h e  v a r i o u s  f a c t o r s .  

2 .  SUMMARY REFERENCE FOE PROGRAM MANAGERS - 

We a r ~ ?  p r o v i d i n g  a  summary o f  t h i s  r e p o r t  on ''The S u s t a i n -  
a b i l i t y  of Development Programst1 t c  a s s i s t  program managers. 
This  summary may be  viewed a s  a  r e f e r e n c e  on p o i n t s  t h a t  program 
managers shou ld  b e a r  i n  mind d u r i n g  t h e  s e l e c t i o n ,  de s ign ,  imple- 
mentat ion,  and e v a l u a t i o n  of t h e i r  development p r o j e c t s .  .TLe 
va r ious  c o n s i d e r a t i o n s  and f a c t o r s  p r e s e n t e d  s h o ~ l d  no t  be  viewed 
a s  a  s e t  of f i x e d  c o n d i t i o n s  t o  which p r o j e c t s  should  be  r i g i d l y  
h e l d  no r  a s  c c n d i t i o n s  p recedent  t o  be  set f o r ~ h  i n  p r o j e c t  
agreements.  Ra ther  t h e y  should  be  viewed a s  reminders  of t h e  
importance of be ing  a t t e n t i v e  t o  f a c t o r s  a f f e c t i n g  t h e  s u s t a i n -  I 

a b i l i t y  of t h e  b e n e f i t s  of development programs and t h e  dynamic I 

c i rcumstances  i n  which d o n o r - a s s i s t e d  p r o j e c t s  t a k e  p l a c e .  They , 
can s e r v e  a s  a  t y p e  of " e a r l y  warning systemn f o r  a l e r t i n g  pro-  
gram managers t o  f a c t o r s  t h a t  may a f f e c t  t h e  s u s t a i n a b i l i c y  of  
t h e  b e n e f i t s  t h a t  development programs a r e  i n t ended  t o  g e n e r a t e .  I 

f 

2 . 1  D e f i n i t i o n  of S u s t a i n a b i l i t y  of  Development Proqrams 

, 
A development program i s  s u s t a i n a b l e  when it i s  a b l e  t o  

d e l i v e r  an a p p r o p r i a t e  l e v e l  of  b e n e f i t s  f o r  an extenctgd p e r i o d  , I 
7- 

of t ; h e  a f t e r  major f i n a n c i a l ,  manager ia l ,  and t e c h n k a l  assis- I % 

t a n c e  from an e x t e r n a l  donor i s  t e r m i n a t e d .  
1 

The fo l l owing  a r e  key p o i n t s  i n  t h i s  d e f i n i t i o n :  
U ,, - -- The focus  is on s u s t a i n i n g  t h e  f low of b e n e f i t s - - t h e  

r e s u l t s  o r  impact of a program--that are r e l e v a n t  t o  a  
- deve lop ing  coun t ry ' s  p r i o r i t y  needs  and t h e  i n t e r e s t s  of  

decis ion-makers  and b e n e f i c i a r i e s .  / 
-- F- ro j ec t s  are s p e c i f i c  i n t e r v e n t i o n s  of donors  f o r  

a s s i s t i n g  a  deve lop ing  count ry  t o  ach i eve  s u s t a i n a b l e  
b e n e f i t s  ,and ms in t a in  s u p p o r t i n g  a c t i v i t i e s  and i n s t i t u -  ,. 
t i o n s .  -- -- - - -" -- - ---- - - . -- --..-."-- - .. . . - - - "  . - - -- . - --4: .---.. ---*-.- 

-- The a p p r o p r i a t e  l e v e l  of  b e n e f i t s  and t h e  time p e r i o d  
- I '  will need t o  be  d e f i n e d  i n  each  ins , t ance ,  t a k i n g  i n t c  , a 

) .account t h e  coun t ry ' s  development o b j e c t i v e s ,  t h e  i n i -  
t i a l  investment  and r e c u r r e n t  c o s t s ,  and t h e  c r e a t i o i ,  of  



-- The t e r m i n a t i o n  of major e x t e r n a l  a s s i s t a n c e  assumes t h e  
deve lop ing  coun t ry  w i l l  p rov ide  t h e  f i n a n c i a l ,  t e c h n i -  
c a l ,  and manager ia l  r e s o u r c e s  r e q u i r e d  t o  s u s t a i n  t h e  
program. Cont inu ing  r e l a t i o n s  w i th  e x t e r n a l  t e c h n i c a l  
groups and supplementary f in ' anc ing  of commodities may 
o f t e n  be  d e s i r a b l e .  

<.I,  

F a c t o r s  of S u s t a i n a b i l i t y  

From a  broad consensus  of t h e  donors ,  t h e  f a c t o r s  of  sus -  
t a i n a b i l i t y  f a l l  under t h e  fo l l owing  head ings :  government p o l i -  
cies, management, o r g a n i z a t i o n  and l o c a l  p a r t i c i p a t i o n ,  f i n a n c e ,  
tzchnology,  s o c i o c u l t u r ~ ,  environment and ecology,  and e x t e r n a l  
p o l i t i c a l  and economic c i r cums tacces .  The r e l a t i v e  importance of 
t h e  complex of e f f e c t s  and a c t i v i t y  under each  of t h e s e  seven 
head ings  t o  t h e  s u s t a i n a b i l i t y  of development prcgrams cannot  be  
e s t a b l i s h e d  excep t  from an examination of  each  s i t u a t i o n .  Exper- 
i e n c e  s u g g e s t s  t h a t  g iven  a p r o p i t i o u s  p o l i t i c a l  and economic 
s e t t i n g ,  management and f i n a n c i a l  f a c t o r s  and government p o l i c i e s  
t h a t  e x p r e s s  a  long-term commitment t o  a  program s t a n d  ou t  a s  
p a r t i c u l a r l y  impor t an t .  The h i g h l i g h t s  of t h e s e  seven f a c t o r s  
t h a t '  b e a r  on s u s t a i n a b i l i t y  f o l l o w .  

2 . 2 . 1  Host Government P o l i c i e s  

LIev$lopment p r o j e c t s  o p e r a t e  w i th in  t h e  c o n t e x t  of n a t i o n a l  
p o l i c i e s .  Government commitment,,and p o l i c i e s  t h a t  suppor t  p r o j -  
e c t  o b j e c t i v e s  are c r i t i c a l  t o  ' t h e  s u s t a i n a b i l i t y  of development 
programs.  ' 

, 
\ 

Developing count ry  commitment t o  a program i s  one of t h e  
most commonly i d e n t i f i e d  f a c t o r s  a f fec l - ing  s u s t a i n a b i l i t y .  
Analyses  of t h i s  commitment t a k e  i n t o  a'coount t h e  agreement on 
o b j e c t i v e s ;  t h e  b r e a d t h  and d e p t h  of suppor t  w i t h i n  t h e  respon- 
sible o r g a n i z a t i o n s  and from v a r i o u s  p o > , i t i c a l ,  b u r e a u c r a t i c ,  
p r i v a t e ,  and l o c a l  community groups;  and t h e  w i l l i n g n e s s  t o  pro-  
v i d e  f i n a n c i a l  and pe r sonne l  r e s o u r c e s .  Country commitment i s  
a l s o  shaped by p e r c e p t i o n s  of ,mutual i ty  of  $ interes ts  v e r s u s  pe r -  

C merit c e p t i o n s  may ~vdlr-y--ov.~ of  predominant ly  k-iKe- a iyd- donor-dr iven be.- -;3 f-Ee-E i n t e l r e s t s .  ---?- e-r n-i-.i -- S i  - -- - - & - . . - - - . -. - - 

- icompeting i n t e r e s t s ,  it needs  t o  be  a s s e s s e d  on a  c o n t i n ~ i i  
, b a s i s .  

C 

, Developing count ry  p o l i c i e s  r e l a t e d  t o ,  f o r  exam 
and f o r e i g n  exchange, deb t ,  p r i c e s  and s u b s i d i e s ,  i n t  
pe r sonne l  p r a c t i c e s ,  p r i v a t e  s e c t o r  p a r t i c i p a t i o n ,  and s e c  

L 



priorities are important in achieving program sustainability. 
Analyses of the efqccts of various government policies on program 
performance and susta.fnability are desirable and, whasre feasible, 
they should be applied in promoting policy reforms. 

2.2.2 Management, Orgaaization, and Local Participation 

Management, organizatioa, and local participation include 
considerations of managerial leadership, administrative systems, 
and the involvement of beneficiary communities. I 

Managerial leadership is key in developing sustainable \ho- 
grams. In many re~pects,,~sustainability and program managemFnt 
are two sides of the same)yoin. Program management encompar9es 
responsibility for shapin~ policy :md te~hnol~gical applications, 
setting goals, and mobii'izing support from poliifical leader&, 
complementary organizations, and beneficiaries, 13s well as/' 
directing inpernal administration.' These managemwt r.es_r,onsibil- 
ities are 311 essential to sustainable programs. 

When project objectives are well matched with an organiza- 
tion's sdministrative capability--existing or expanding over 
time--sustainability is enhanced. Adminiskrative systems for 
personnel and training, logistics and maintenance, information 
and feedback, and budget and finance will need to be develcpe$ to 
keep pace with program dynamics. 

Where management, and organization capabilities do not exist, 
or are inadkquate, at the outset, of a program,~;program managers 
will need to balance carefully the tensions between the pressures 
to achieve immediate results and,long-term organizational 
development. \ 

For many programs for which the benefits are directly asso- 
ciated with loc,al populations, participation becomes critical to, 
su3tainabilicy.' Local participation in planning and implementa- 
tion and in the,k&y decisions affecting beneficiary welfare is a 
vital part? of ,program activity. It is an integral part of con- , 
tinuing the flow of benefits after termination of a donor's 
assistance. i 

" -- 

hat funda will be available via cost- 
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\ 
recovery provisions, cmserclal sales receipts, or direct appro- 
priation of funds are an important part of a program manager's 
responsibilities in achieving sustainable development programs. 

R major impediment to sustainability has been the inability 
to achieve continued, reg1:lar funding of annual operating costs. 
Experience shows that un:.ess developing country financial support 
is phased in while Gxternal support is st.ill being provided, such 
support is unlikely to be provided after donor support ends. 
Where the financing of recurrent costs is a chronic problem, 
donors may have to cover a portion of these costs for an extended 
period. 

The prospects for sustainability are often greater for pro- 
grams that do not depend on general public funds for all of their 
recurrent costs. User fees, community financing, and village 
contributions are desirable ways co shift some of the cost burden 

- 

as well as establish the demand for services. An understanding - 
by local communities of the nature and scale of these costs is 
important from the early stages of project activity. 

In most developing countries, there are opportunities to use 
private enterprises tc c,irsy out development programs. The 
prof it motive makes the private firms more sensitive! to cons:~mer 
demand, improving prospects for a sustained flow of 9nefits. 

i 
In general, the decentralization of development activity to 

local communities and private enterprises can strengthen commit- 
ment and help mobilize resources that otherwise would not be 
available. 

2.2.4 Technological Factors - 

The technology chosen for the developmdnt program must be 
-I 
, . 

appropriate both to the,developing country's financial and insti- 
tuti~nal capabilities and to the program goals. The technology --. 
must be accepted with mechanisms for its maintenance and renewal. 

Advanced technology and exgensi.:c-'hardware that exceed an 
institutionfs financial or ,technical capacity are likely to be 
wasteful, ineffective, and ultimately unused. A simple technol- 

- -- - - - -- ogy- that- -is precisely- f ocused-on- the'needs- pf --the- task--at--hand-- -..----I 
I.--"- 

\ - and is of uniform origin enables counterpart staff to master it 
1 quickly. Then, the important step to di?,fusion can take place. 
I - The costs of providing and maintaining the technology must not be 

i excessive relative to benefits generated. 
I I ? I  

, 



The development and application of "soft" technologies such 
as organizational structure and management, person.rle1, and train- 
ing practices are important to facilitate the assimilation of new 
I1hardl1 technologies. 

Developir~q cc'.?tries need to have the capability to develop 
and adapt new techr:ologies as circumstances change. Technology 
r~eeds to be examined, tested, and adapted to ensure its suitabil- 
ity in a particular developing country setting. 

2.2.5 - Sociocultural Factors 

The integration of a program with the social and cultural 
setting of its beneficiaries and operatiny circumstances becomes 
especially important if the activity is not to be rejected after 
assistance ends. 

Programs that attempt to function in ways that are inconsis- 
tent with local traditior~s or assume changes in behavior patterns 
have a highl'risk of. failure. 

The ir~volvement of local communities and institutions can 
promote sustainability by building a base of suppo,rt and foster- 
ing a sense of local ownership of the program. Working through 
local communities, which will take time, makes it easier to take 
advantage of traditional organizations and indigenous practition- 
ers and benefit from their knowledge of what may or may not work 
in their society. 

A lack of attention to women often parallels a lack of 
attention to target populations in general in designs and evalua- 
tions. Programs that hope to have a lasting impact and become 
integrated into the social fabric of a community must explicitly 
address women as principal actors. 

Gender-specific data thht help to define the differences 
betwqer, the roles, responsibilities, and opportunities of women 
and those of men can assist managers to strengthen k,he sustain- 
abllity of 2rogram benefits. 



o f  t h e  environment t o  renew i t se l f  and p ru j r am s u s t a i n a b i l i t y .  
Environmenta l  p o l i c y  and i n c ~ n t i v e s  a r e  two a r e a s  i n  which ac-  
t i o n s  can be  t a k e n  t o  e n s u r e  t h a t  t L e  b e n e f i t s  of programs a r e  
s u s t a i n a b l e  i n  a manner t h a t  i s  e c o l o g i c a l l y  sound.  

Regula to ry  c o n t r o l s  a r e  o f t e n  r e q u i r e d  t o  p r e v e n t  env i ron -  
menta l  abuse  f o r  i l l d i v i d u a l  p r o f i t .  

S u s t a i n a b i l i t y  c a n - 5 e  enhanced by e n c o u r q i n g  changes  i n  
b e h a v i o r  p a t t e r n s  t h a t  a d v e r s e l y  a f f e c t  t h e  environment .  Owner- 
s h i p  can  be  a s t r o n g  i n c e n t i v e  t o  c o n s e r v a t i o n .  

2 . 2 . 7  E x t e r n a l  F a c t o r s  

Development prcgrams o p e r a t e  w i t h i n  t h e  c c n t e x t  of  e x i s t i n g  
p o l i t i c a l ,  economic, and c u l t u r a l  c i r cums t ances  t h a t  a r e  beyond 
t h e i r  c o n t r o l  and i n f l u e n c e .  Y e t  t h e y  can  be  deep ly  a f f e c t e d  by 
t h e s e  c i r cums t ances .  

P o l i t i c a l  i n s t a b i l i t y ,  o r  even f r e q u e n t  t u r n o v e r s  i n  p o l i t i -  
c a l  l e a d e r s h i p ,  c an  undermine, i f  n o t  d e s t r o y ,  t h e  long- term 
growth most programs r e q u i r e  t o  r e a c h  s u s t a i n a b i l i t y .  

Economic i n s t a b i l i t y  a l s o  can  be d i s r u p t i v e  t o  program sus -  
t a i n a b i l i t y  t h r o u g h  t h e  n e g a t i v e  impac t s  o f  h i g h  i n f l a t i o n  on 
budge t s ,  f o r e i g n  exchange s h o r t a g e s  on c a p i t a l  equipment and  
s p z r e  p a r t s ,  o r  d e c l i n i n g  world market  p r i c e s .  C o u n t r i e s  a t  low 
l e v e l s  of development can  be  p a r t i c u l a r l y  v u l n e r a b l e .  

N a t u r a l  d i s a s t e r ~ j  can  r e s u l t  i n  i o s s e s  o r  d i v e r s i o n s  of  cr i -  
t i c a l  r e s o u r c e s  and damage t h e  economic b a s e  f o r  development p ro -  
grams.  ! 

Where t.he development program o r  o t h e r  f o r c e s  canno t  b r i n g  
abou t  changes i n  t h e  e x t e r n a l  c i r cums t ances  t o  c r e a t e  a more pos- 
i t i v e  s e t t i n g ,  cop ing  mechanisms may need t o  b e  b u i l t  i n t o  p ro-  , 

gram management. Longer term a s s i s t a n c e  may a l s o  be n e c e s s a r y .  
Also ,  where programs and t h e i r  b e n e f i t s  a r e  deep ly  embedded i n  
l o c a l  i n s t i t u t i o n s ,  t h e i r  chances  f o r  cop inq  w i t h  a d v e r s e  circum- 
s t a n c e s  and,  
improved. 

t h u s ,  t h e i r  s u s t a i n a b i l i t y  a r e - s u b s t a n t i a l l y  
( 
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2 . 3  S u s t a i n a b i l i t y  a n d  P r o j e c t  Des iqn  and  E v a l u a t i o n  

2 . 3 . 1  P r o j e c t  Cho ices  

Donors can ,  i n  t h e  f i r s t  i n s t a n c e ,  make jddgments a b o u t  
s u s t a i n a b i l i t y  a t  t h e  t i m e  of  p r o j e c t  s e l e z t i . o n .  Problems o f  
s u s t a i n a b i l i t y  can  b e  minimized by b e i n g  a l e r t  t o  h i g h - r i s k  s i t -  
u a t i o n s ,  

-- 

s u c h  a s  t h e  f o l l o w i n g :  

Choice  of  c o u n t r y :  P r o j e c t s  i n  c o u n t r i e s  w i t h  c h r o n i c  
and s e v e r e  f o r e i g n  exchange ,  debt,  o r  b u d g e t a r y  p rob lems  
2re l i k e l y  t o  have  s u s t a i n a b i l i t y  p rob lems .  

Choice  ~f  s e c t o r :  
t o  b e  p a r t i c u l a r l y  
c o s t  f i r ~ a n c i n g  i n  
t e n a n c e  problems i 
o f  p o l i t i c a l  s e n s i  

P r o j e c t s  i n  some s e c t o r s  a r e  
p r o n e  t o  p rob lems ,  s u c h  as re 

h e a l t h  and e d u c a t i o n  p r o j e c t s ,  
n  t r a n s p o r t a t i o n  p r o j e c t s ,  o r  
t i v i t y  i n  u r b a n  d e v e l o p n e n t  p r  

l i k e l y  
c u r r e n t  

main- 
i s s u e s  
o  j e c t s .  

C h o ~ c e  of  r e g i o n :  Regions  f a r  f rom t h e  main popu1at io : i  
c e n t e r s  may have  d i f f i c u l t y  r e c r u i t i n g  and  r e t a i n i n g  
s t a f f  and  o b t a i n i n g  f u n d s  a n d  s u p p l i e s .  

Choice  o f  p r o j e c t  w i t h i n  a  s e c t o r :  P r o j e c t s  d i rected t o  
d i s a d v a n t a g e d  g r o u p s  a r e  l i k e l y  t o  have  problems u i i l e s s  
t h e y  have  s t r o n g  and s u s t a i n e d  s u p p o r t ;  p r o j e c t s  w i t h  
l o n g  payback p e r i o d s  may have  p rob lems  w i t h  f i n a n c i a l  
v i a b i l i t y .  

Choice  o f  p r o j e c t  d e s i g n :  P r o j e c t s  b a s e d  on s q p h i s t i -  
c a t e d  t e c h n o l o g y  a r e  l i k e l y  t o  r e q u i r e  s k i l l s  i > r  o p e r a -  
t i o n  and main tenance  t h a t  a r e  n o t  r e a d i l y  a v a i l a b l e ;  
complex, mul t icomponent  d e s i g n s  may c r e a t e  insu rmount -  
a b l e  management problems.  

These p o i n t s  on s e l e c t i o n  are  n o t  L ' in t ended  t o  d i s c o u r a g e  
u n d e r t a k i n g  p r o j e c t s  i n  p r o b l e m a t i c  c o u n t r i e s ,  s e c t o r s ,  o r  , 
r e g i o n s ,  b u t  t o  a l e r t  program managers  t o  p o t e n t i a l  p rob lems  o f  LU 

s u s t a i n , a b i l i t y  and  t h e  n e e d  f o r  s p e c i a l  a d a p t a t i o n s  t o  overcome 
them. 

p r o - j e c t  a s s i s t a n c e  i s  . t h e  p r e -  - - -  -- -I - 
a i n a b i l i t y  may n o t  b e  an o b j e c -  
when t h e  o b j e c t i v e  i s  p o l i c y  a n d  
s t r u c t u r a l  s h i f t s  i n  p r o d u c t i o n  

n e c e s s a r y  f o r  s u s t a i n e d  growth  and when a n  a d m i n i s t r a t i v e  a n d  
i n s t i t u t i o n a l  framework must b e  c r e a t e d  t o  s u s t a i n  t h e  p r o c e s s  o f  
p o l i c y  r e f o r m .  

U 

\ - - --- - - -- -- - -- 
\ '. 

,,I- 



2 . 3 . 2  Desiqn and Implementation Requirements 

Measures to shape the design and implementation of projects 
to specifically promote sustainability should be incorporated in 
the project at the outset and evaluated periodically thereafter. 
Some considerations are the following: 

Designers must set realistic goals in relation to expec- 
tations, local capabilities, complexity, and mutual 
acceptance. 

Realistic projections of the time required to achieve 
results is one of the most important requirements for 
achieving sustainability. Initial estimates are almost 
always optimistic. It takes more time than most plan- 
ners dnticipate to introduce training, education, commu- 
nity participation, and other aspects of institutional 
development. Fdr example, it may take 10-15 years to 
develop sustainable institutions. 

Maintenance and support systems are frequently over- 
looked in project design and become stumbling blocks to 
effective implementation, particularly where program 
benefits must reach remote areas. Donors tend to meet 
these requirements during prcject implementation but 
fail to build up permanent capacities hsfore assistance 
is terminated. 

Continuity of funding, personnel, management, and tech- 
nical assistance can contribute to sustainability, par- 
ticularly through gradual phasing out of donor personnel 
and resources. Well targeted follow-up projects for 
supplementary equipment or training can also be helpful 
in easing the transition. 

Flexibility is an important design quality permitting 
projects to adapt to unanticipated changes in the exter- 
nal circumstances and to learn from experience. Compe- 
tent managerial leadership is central to guiding project 
adaptatio~s. 

Phased design, which views a project as part of a devel- - . .- 
opment proceSs of several stages, can facilitate the- - 
achievewent of immediate goals'yet build a sound founda- 
tion of experience and participation. 

Pilot projects enable implementation difficulties to be 
identified and ?orrected before the project is expanded 

'ti 
. 
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OR a national scale. The larger the final effort is to 
be, the more important a pilot approach becomes. 

2.3.3 Monitoring and Evaluation 

Monitoring and evaluation, when integra3:ed with practical 
management information systems, are essential to ensuring that 
the various factors affecting sustainability are identified and 
addressed by program managers. Sustainability issues are often 
inadequately treated in evaluation but should become standard 
requirements for the monitoring and evaluation process. 

Since development projects are dynamic, issues of sustain- 
ability require attention throughout the life of the project. 
Some form of warning system of periodic analyses and reports is 
desirable to alert program managers to factors affecting program 
sustainability. 

The advancement of the sustainability of development pro- 
grams requires close collaboration of donors and developing coun- 
try counterparts in design and inplementation and in monitoring 
and eva,luaticn of activities at all stages of a program's 
evolution. 

I 

3.1 General Definition 

While there is no universally accepted definition, in gen- 

- era1 terms sustainability is the survival of projects alld pro- 
grams after an initial period of investment--financial, physical, 
or technological. In international development assistance, sus- 
tainability refers to the continuation of projects and programs 
after the termination of assistance from an external donor. The 
concept, however, must be expressed more precisely if managers of 
development are to understand what is required during the invest- 
ment period to achieve sustained development activity. To that 
end, the following definition provj-des- a_-mor-e. explicit- basis-f or - -_ 

- - a  - L  discussing-the characteristics of the sustainability of develop- 
ment prog,rams . 

A development program is sustiiinable when it is able to 
deliver an appropriate level of, benefits f,or an,extend- 
ed period of time after major financial, managerial, - 

( 1  
L 

I 

I 
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and technical assistance from an external donor is 
terminated. 

A full appreciatim of this definition calls for an elabora- 
tion of the phrases "development program," "appropriate level of 
benefits, " "extended period of time, It and Itma jor financial, tech- 
nical, and managerial~assistance from an external donor." 

3.1.1 Development Programs and Projects 

The words "program" and "project" are often used inter- 
changeably in discussions of development and development assis- 
tance. Although the words are not always synonymous, the 
distinctions between them can be overdrawn. The definition of 
'''s~stainab~lity~~ uses the word "program" rather than "project" to 
better capture the sense of the collective objectives of develop- 
ment proj~cts.' Thinking in terms of program objectives can 
enhance sustainability by' focusing attention on longer term 
acti~ns and on their relevance to a country's development prob- 
lems. Projects tend LO lead to an emphasis on specific ,problems 
anci outputs. Programs help strengthen problem-solving capabili- 
ties that are needed for sustainability, that is, the process 
whereby host countries assume responsibility for their own 
developrefit. 

It is helpful in the context of sustainability to think of 
aid projects as specific interventions designed to achieve dis- 
cdete objectives in a limited pericd of time. They are donors' 
principal mechanisms for assisting a developing country to 
achieve sustainable development programs. 

Not all donor projects have sustainability as an objective. 
Some researc5 activities, reliyf '6ro jects, or commodity supply 
programs are concerned only w ~ k h  specific or short-term results 
(e.g., the findings of the rese'hrch or the meeting of emergency 
needs or current operations requirements). But even in these 11 

L 

'white defines development programs as having the following char- - . - -  - ---- - - --- --. - .- - - - - -  - - - - - . -- - - - - - - - - -. - - - - - - . - - ->- db-teris-ti-cs : (I) a connection to an ongoing host country organi- 
zation, (2) continuation over time, (3) an ongoing system for 
delivering services, (4) systems of activities and services de- 
signed for different settings, and (5) a substantive (policy iden- 
tity (Louise White, Creating 'Opportunities for1 Chanqe: Ap- fi 
proaches to Managing Development Programs, A.I.D. Bureau for 

j I )  Science and Technology Study Series on Development Management, 
1987,, pp. 8-11) . 



cases, the question about what is to happen after project assis- 
tance ends should be asked. 

For most projects, however, sustainability is an implicit 
goal, and donors and recipients expect and assume that some as- 
pect of the supported activity will continue. Failure to make 
sustainability explicit as part of project design and implementa- 
tion can lead to a loss of the flow of benefits that it was 
assumed would continue. 

3.1.2 llSustainable" Versus "Sustained" 

The definition given above refers to a program as being 
sustainable rather than sustained. The former is a matter of 
judgment; the latter is a matter of fact. To establish the fact 
that a program has been sustained, it is necessary to return to a 
project some years after donor funding has ended. The problem is 
that for most donor projects, the postproject evaluation data 
needed for such an analysis are not available. In addition, 

- decisions about new and ongoing projects must often be made 
before existing projects or programs of interest are completed. 
Therefore, the word "sustainable" is used in the definition and 
refers to the expected outcome or flow of benefits being success- 
fully sustained. 

3.1.3 Appropriate Level of Benefits for an Extended Period 
of Time 

An essential component of sustainability is the objective of 
creating development benefits--results or impact--during and 

: Y 
after the life of the aid project. The phrase "an appropriate 
level of benefits" is thus central tb  the broad aims of develop- 
ment. The determination of what is ,an appropriate level of 
benefits will vary in kind and degree from project to project, 
whether in health and education or in road building and telecom- 
munications. The flow of benefits, after an aid project, may or 
may not be as hcgh as during the project's life, and for some 

- infrastructure projects the flow of benefits may not begin until. 
-- ,- - - - - --- - - . -- ----. -- 

- --aft-er an extended period -oY--'fnVestmeYit-~- ---What IS clear is that 
the flow of benefits has to be more than just positive. 'The ;<: 
importance and the duration of the stream of benefits must be !I 

justified as reasonable w.hen compared with the initial investment 
I /  

I s 
and the costs--financialJand institutional costs and costs to the I I 

beneficiaries--of maintaining the benefits. It is the net flow i 
of benefits -chat is important in consider'ations of the sustain- 
ability of development programs. - I 

k i 
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The emphasis i n  t h e  d e f i n i t i o n  i s  on s u s t a i n i n g  t h e  bene- 
f i t s ,  no t  t h e  p r o j e c t .  A donor p r o j e c t  is an e x t e r n a l  i n t e r v e n -  
t i o n  wi th  s p e c i f i c  i n p u t s ,  a c t i v i t i e s ,  and in t ended  outcomes t h a t  
r e s u l t  i n  a  s t ream of b e n e f i t s .  I t  i s  t h e  s t r eam of  b e n e f i t s  and 
t h e  i n s t i t u t i o n a l  a b i l i t y  t o  d e l i v e r  them t h a t  a r e  t o  be  p re -  
s e rved ,  no t  n e c e s s a r i l y  t h e  p r o j e c t  i t se l f .  Because development 
p r o j e c t s  o p e r a t e  w i t h i n  t h e  c o n t e x t  of deve lop ing  c o u n t r i e s ,  t h e  
u l t i m a t e  o b j e c t i v e  is  t o  c r e a t e  t h e  c a p a c i t y  w i t h i n  t h o s e  coun- 
t r i e s  t o  s u s t a i n  Tor "an extended p e r i o d  of  t i m e "  t h e  b e n e f i t s  
t h a t  were gene ra t ed  by t h e  p r o j e c t .  

The l e n g t h  of t h e  "extended pe r iod"  w i l l J  of cou r se ,  va ry  
w i th  t h e  n a t u r e  o f  t h e  program and i t s  o b j e c t i v e s .  The p e r i o d  
f o r  a d i s e a s e  p reven t ion  and c o n t r o l  program may be f i n i t e  i f  
e r a d i c a t i o n  is p o s s i b l e .  I f  e r a d i c a t i o n  i s  - not  p o s s i b l e ,  t h e  

, investment  p e r i o a  ( i e  t h e  p r o j e c t )  may aim a t  r educ ing  t h e  
i nc idence  of t h e  d i s e a s e  and b u i l d i n g  a  c a p a c i t y  f o r  c o n t i n u i n g  
e f f o r t s  t o  c o n t a i n  t h e  d i s e a s e  f o r  i n d e f i n i t e  p e r i o d .  I n  t h e  
c a s e  of t h e  donor-supported r i n d e r p e s t  campaign i n  t h e  Sahe l ,  t h e  
campaign f a i l e d  because  t h e  " a f t e r  p r o j e c t "  phase was f o r g o t t e n ,  
and t h e  p e s t  reappeared ,  e v e n t u a l l y  r e a c h i n g  i t s  i n i t i a l ,  p r e -  
p r o j e c t  p r o p o r t i o n s .  

The p e r i o d  f o r  an i n f r a s t r u c t u r e  program such a s  road  con- 
s t r u c t i o n  o r  r u r a l  e l e c t r i f i c a t i o n ,  whether o r  n o t  bounded by t h e  
goa l  of r each ing  a p r e e s t a b l i s h e d  p o r t i o n  of  t h e  p o p u l a t i o n ,  may 
be i n d e f i n i t e ,  p a r t i c u l a r l y  kf t h e  coverage is e x t e n s i v e  and i f  
t h e r e  i s  a  need f o r  con t inuous  maintenance and upgrading.  'A t e a  
f a c t o r y ,  however, may have an extended,  o r  normal, l i f e  o f  \say 3 0  
t o  40  y e a r s .  The d e f i n i t i o n  of "extended p e r i o d  of  t imet1  tihus 
must be  determined by t h e  g o a l s  of  t h e  program. I I' 

I 

3.1.4,:.? End cf Major F i n a n c i a l ,  Manaqerial ,  and Technica l  suilport 
From an E x t e r n a l  Donor i 

I 

! 
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The r e f e r e n c e  t o  Itmajor s u p p o r t v  i n  t h e  d e f i n i t i o n  i s  d e l i b -  
e r a t e ,  a s  it i s  no t  necessary  f o r  s u s t a i n a b i l i t y  t h a t  t h e  program 
be t o t a l l y  suppor t ed  by l o c a l  r e s o u r c e s .  The o b j e c t i v e  of  a sus- 
t a i n a b l e  program i s  t o  make a  coun t ry  s e l f - r e l i a n t ,  no t  neces sa r -  
i l y  s e l f - s u f f i c i e n t ,  i n  a  s e l e c t e d  developgent  a c t i v i t y .  ," - . - . . - - 

Prosp?ct:s f o r  s u s t a i n a b i l i t y  can o f t e n  be  enhanced by pro- 
v i d i n g  very  mrdest  follow-on a s s i s t a n c e .  For some a c t i v i t i e s ,  
shor t - t e rm t e & n i c a l  c o n s u l t a t i o n s  o r  commodity suppor t  may h e l p  
e a s e  t h e  t r a n s i t i o n  from f ~ l l  donor s u p p o r t .  Other c i r cums tances  
may c a l l  f o r  coope ra t i on  w i th  t h e  deve lop ing  coun t ry  i n  s o l v i n g  

/ s p e c i a l  problems t h a t  t h r e a t e n  p o s t p r o  j e c t  o p e r a t i o n s .  Under 
/, 
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these conditions, a project can he considered sustainable even 
though some external support is being provided. The sustainable 
program is characterized by the developing country's having the 
primary responsibility for the activity, the institutional capac- 
ity and comrrutnent to carry it forward, and the ability to mobil- 
ize the necessary resources to maintain it. It is not necessary 
that this be accomplished wj:hout any assistance from other 
sources. 

3.2 Sustainability and Feasibility 

3.2.1 Sustainability as an Aspect of Feasibility 

The complexities of the definition of sustainability are 
revealed by the distinction between '#feasibility" and "sustain- 
ability." Project feasibility relates to a wide range of factors 
that must be considered in determining whether the project itself 
can be carried out; these factors are assessed even before an 
examination of technological and design issues or assumptions on 
input availability. Sustainability can be thought of as one 
aspect-, of feasibility. If a feasible project is considered to be 
one Ln which expected benefits (suitably measured and discounted) 
exceed expected costs (similarly calculated), sustainability 
influences the judgment about feasibility through its combined 
effect on expected benefits and costs. 

In theory then, sustainability is already taken into account 
by feasibility assessments. In practice, several donors have 
discovered that although their projects were feasible technical- 
ly, economically, and under initial institutional conditions as 
expressed in economic rates of return, the projects subsequently 
were not sustainable because of inadequate attention to long-term 
institutional factors. It is, therefore, quite possible for a 
project to be initially feasible but unsustainable. 

3.2.2 - Designing Projects That Are Both Feasible and Sustainable 

. - - - - - -- - 

~istinguishing sustainability from the more general concept 
of feasibility can help dopors design sustainable projects. 
Typically, project designers will seek to maximize rates of 
return in the interest of feasibility, quite apart from any 
effect this may have on sustainability. When attention is shift- 
ed to the elements provided by the kionor that will be needed for 
future continuation of the benefit stream, modification of the 
traditional feasibility appraisal is necessary. This is 

. - * -  .- . . * - - - - . - - -- - - - -  - - - - "  . - - - - -  - - - - - - -. - - .  

/ / 
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larly true for projects in vulnerable sectors that donor reviews 
indicate are relatively more difficult to sustain, such as health 
and rural water supply projects. Thus a feasibility study should 
estimate not simply the planned benefits of a proposed project 
but also the likelihood that these ,9enefits will be realized and 
continued. In addition, the study must identify the mechanisms 
that should be installed during project implementation in order 
to make sustainability possible. Project components that con- 
stitute such a mechanism include, for example, training of tech-. 
nicians and managers and establishment of administrative 
procedures. 

3.3 Objectives of Sustainability 

3.3.1 Self-Sufficiency cr Self-Reliance 

The objective of sustainability should be self-reliance, not 
self-sufficiency. It would serve the interests of neither devel- 
oping countries nor donors to insist that sustainability be de- 
fined, in part, by total independence of the developing country 
from external assistance. Self-sufficiency or autarky may place 
unnecessary demands on local resources to meet development needs. 
There are chAs in which donors have a comparative advantage in 
providing certain of these needs. Examples might be technology, 
training facilities, or macagement skills. Where high returns to 
modest investments can be realized, there is a compelling justi- 
fication for undertakinq such investments. 

j' 

A sustainable project is one in which the host country has 
become reliant on its own efforts and abilities. This is quite 
different from complete independence. It should be the goal of a 
development program to help establish and strengthen the founda- 
tion on which future activities can grow and spread. There is a 
need to develop and nurture capabilities so that developing coun- 
tries can take charge of the pace and direction of their own 
development. From self-reliance will come the experience needed 
to sustain development efforts. 

I 

3.3.2 Developing Country Relations With Donors 

c 

Self-reliance has certain implications for postproject rela- 
tions between developing countries and donors. A healthy devel- 
opment program should' draw on external technical and related 
financial support for some portion of its operations to help keep u 

it abreast of developments in otheriparts of the world. External 



r e s o u r c e s  can h e l p  s u s t a i n  growth and enab le  a d a p t a t i o n s  t o  
chancjing c i r cums tances .  By b u i l d i n g  a v i a b l e  develcpment capa- 
b i l i t y ,  s u s t a i n a b l e  p r o j e c t s  r e s u l t  i n  a  r e l a t i o n s h i p  of mutual  
p a r t n e r s h i p  dnd mutual b e n e f i t ,  r a t h e r  t h a n  dependency, between 
r e c i p i e n t  c o u n t r i e s  and donors .  

Some donors  u se  t h e  words " s u s t a i n a b i l i t y "  and l l v i a b i l i t y n  
i n t e r changeab ly .  Others  have a p r e f e r e n c e  f o r  l ' v i a b i l . i t y .  A 
s u s t a i ~ ~ a b l e  p r o j e c t  o r  program must be  v i a b l e  i n  t h e  s e n s e  t h a t  
i t  must have t h e  c a p a b i l i t y  t o  produce t h e  s t r eam of  i n t e n d e d  
b e n e f i t s .  " S u s t a i n a b i l i t y ,  'I a s  d e f i n e d  and used i n  t h i s  r e p o r t ,  
p l a c e s  t h e  emphasis on what happens a f t e r  a  donor l e a v e s  a  deve l -  
opaent  a c t i v i t y  and why. A s u s t a i n a b i l i t y  a n a l y s i s  w i l l  i d e n t i f y  
and emphasize t h e  f a c t o r s  t h a t  w i l l  a l low t h e  c o n t i n u a t i o n  o f  t h e  
s t ream of b e n e f i t s  t h a t  a p r o j e c t  ha s  produced. V i a b i l i t y  does  
n o t ,  u n l e s s  q u d l i f i e d ,  d i s t i n g u i s h  between t h e  implementat ion and 
p o s t p r o j e c t  phases  of  a  p r o j e c t .  The unique problems t h a t  expe- 
r i e n c e  shows can occnr  i n  t h e  p o s t p r o j e c t  phase make it impor t an t  
t h a t  t h i s  t empora l  d i s t i n c t i o n  be  made. 

This  s e c t i o n  has  focused  on i d e n t i f y i n g  t h e  c h a r a c t e r i s t i c s  
of s u s t a i n a b i l i t y  and has  o f f e r e d  a d e f i n i t i o n  based  on t h o s e  
c h a r a c t e r i s t i c s .  The nex t  s t e p  i s  t o  i d e n t i f y  t h e  f a c t o r s  t h a t  
c o n t r i b u t e  t o  t h a t  outcome. 1n i t s  f u l l e s t  s ense ,  s u s t a i n a b i l i t y  
i s  d e f i n e d  by t h e  f a c t o r s  t h a t  a r e  e s s e n t i a l  components of  sus-  
t a i n e d  development programs, t h a t  is ,  t h o s e  f a c t o r s  whose p r e -  
sence  o r  absence i n f l u e n c e s  t h e  d e l i v e r y  of b e n e f i t s  when major  

-- donor suppor t  ha s  ended.  The f a c t o r s  t h a t  i n f l u e n c e  t h e  a b i l i t y  
t o  d e l i v e r  b e n e f i t s  a r e  d i s c u s s e d  i n  l a t e r  c h a p t e r s ,  and t o g e t h e r  
wi th  t h i s  c h a p t e r ,  t h e y  c o n s t i t u t e  a, comprehensive d e f i n i t i o n  of  
t h e  term f o r  u s e  i n  t h e  p l ann ing  o f  development a s s i s t a n c e .  

FACTORS OF SUSTAINABILITY - 

4 . 1  Choice a n d L . ~ a n g e  of P o s s i b i l i t i e s  

I f  s u s t a i n a b i l i t y  i s  t o  be  made o p e r a t i o n a l ,  i t s  c o n t r i b u t -  
i n g  f a c t o r s  must be  i d e n t i f i e d .  For  p r o j e c t  de s ign  and planning,- .  - 

---- -- - -. -. - - t h e  -most - u s e f u l  ' con t r ibu t - ion  6f a ' " su3fa fnab i l i tya~a lys i s  i s  t h e  
i d e n t i f i c a t i o n  of t h e  f & c t o r s  t h a t  w i l l  e n a b l e  a p a r t i c u l a r  pxo- 
gram t o  c o n t i n u e  t o  d e l i v e r  an a p p r o p r i a t e  l e v e l  of n e t  b e n e f i t s  
a f t e r  major donor a s s i s t a n c e  end 
of  s u s t a i n a b i l i t y  a r e  d i r e c t l y  1 
of t h e  s p e c i f i c  o b j e c t i v 6 s  and a 
s u s t a i n a b i l i t y  f a c t o r s  can be  i d  
f u t u r e  d e l i v e r y  of b e n e f i t s  can 
a t t e n t i o n  t o  t h o s e  c r i t i c a l  components. 

I 



When members of the DAC Expert Group on Aid Evaluation re- 
viewed the results of their evaluations in order to assess the 
experience with sustainability, they identified a wide range of 
factors. The factors were based on donorsr experiences with 
project implementation. While sach donor had a ur?.ique list, many 
of the same factors emerged repeatedly from different development 
activities funded by different Lonors. The choice of factors and 
differing emphases reflected differences in analytic approach and 
types of programs reviewed. Some of the variations are discussed 
later in this section. It is both natural and necessary that the 
factors considered should vary according tc sector and type of 
development program. However, the review of donor criteria re- 
veals that, in practice, donors are applying a relatively common 
set of factors to sustainability. 

The list of factors included in this paper should not be 
interpreted as being definitive or exhaustive. This report 
attempts to present a list that reflects, as much as possible, 
the range of- factors that have been and will continue-to be 
important in development programs. 

4.2 Primary Categories 

The DAC Groupf s findings, reflecting broad cor~sensus, f all 
within the following categories: government policies; manage- 
ment, organization, and local participation; finance; technology; 
sociocultural influences; environment and ecology; the external 
economic and political context within which a project must oper- 
ate; and program design features. 

These primary categories are used in this report as a cata- 
logingor organizational too for presenting the findings of the 
DAC Expert Group's reviews of evaluations. A section is devoted 
to each category, and factors of sustainability are discussed and 
j,llustrated with project examples. 

4.3 Variations in Approach and Emphasis -. .- .- - - 

Most donors identified factors based on lessons from their 
evaluation work that revealed compments or features of a project 
that worked or did not work with respect ,to sustainability. The 
factors thst were selected were closely related to the type of 
program being evaluated. While the presentation foi each donor - 
varied, many of the same factors were identified repeatedly. 

i 
/ - 
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A complementary: method p r o v i d e s  f o r  c h o i c e s  a b o u t  p r o j c c t s  
o v e r  which d o n o r s  e x e r c i s e  v a r y i n g  d e g r e e s  o f  c o n t r o l :  t h e  
c h o i c e  of  c o u n t r y ,  s e c t o r ,  l o c a t i o n  w i t h i n  t h e  c o u n t r y ,  and  p r o j -  
e c t  d e s i g n .  If i t  is known which o f  t h e s e  c h o i c e s  a r e  t h 2  most 
i m p o r t a n t  f o r  a c h i e v i n g  h i g h  l e v e l s  o f  s u s t a i n a b i l i t y ,  it s h o u l d  
be p o s s i b l e  t o  o f f e r  g u i d e l i n e s  on how t o  p l a n  f o r  s ~ ~ s t a i n a b i l i t y  
f o r  e a c h  t y p e  o f  d e c i s i o n .  T h i s  approach  o f f e r s  a  d i f f e r e n t  p e r -  
s p e c t i v e  on how a  donor  might  p l a n  f o r  s u s t a i n a b i l i t y .  I t  may be 
a p p l i e d  i n  combina t ion  w i t h  t h e  " f a c t o r  approach"  a s  a  complemen- 
t a r y  view of  s u s t a i n a b i l i t y .  These c k i c e s  a r e  d i s c u s s e d  i n  more 
d e t a i l  i n  S e c t i o n  1 2 ,  which e x p l o r e s  d e s i g n  f e a t u r e s  t h a t  encour -  
a g e  s u s t a i n a b i l i t y .  

4 . 4  S e c t o r a l  Approaches 

Many d o n o r s  have  conduc ted  r e v i e w s  o f  s u s t a i n a b i l i t y  i n  spe -  
c i f i c  s e c t o r s .  The m o t i v a t i o n  f o r  s u c h  s t u d i e s  i s  v a r i e d .  Some 
donors  have  p a r t i c u l a r  s e c t o r a l  i n t e r e s t s  b e c a u s e  a  s u b s t a n t i ? l  
p a r t  o f  t h e i r  development  a c t i v i t i e s  t a k e s  p l a c e  i n  a  l imi ted 
number o f  s e c t o r s  i n  which t h e y  b e l i e v e  t h e y  have  a  c o m p a r a t i v e  
a d v a n t a g e .  The e x p e r i e n c e  o f  t h e s e  d o n o r s  t y p i c a l l y  i n v o l v e s  a  
number o f  r e l a t e d  p r o j e c t s  implemented o v e r  a n  e x t e n d e d  p e r i o d  o f  
t i m e .  Where d o n o r s  have  t h i s  h i s t o r y  o f  e x p e r i e n c e  a n d  concen- 
t r a t i o n  o f  programs,  a  s e c t o r a l  approach  t o  s u s t a i n a b i l i t y  i s  a  . . l o g i c a l  one.  

\ 

Othes  d o n o r s  have  conduc ted  s t u d i e s  of s u s t a i n a b i l i t y  f o r  
s e c t o r s  t h a t  have  f r e q u e n t l y  been  p r o b l e m a t i c .  F o r  many o f  t h e s e  
s e c t o r s  t h e r e  z r e  c o m p e l l i n g  p o l i t i c a l  o r  h u m a n i t a r i a n  r e a s o n s  t o  
c o n t i n u e  a s s i s t a n c e ,  d e s p i t e  p o o r  pe r fo rmance .  An example i s  t h e  
h e a l t h  s e c t o r :  s e v e r a l  d o n o r s  have  found h e a l t h  programs t o  be 
d i f f i c u l t  t o  s u s t a i n  w i t h o u t  e x t e r n a l  a s s i s t a n c e .  T y p i c a l  
problems i n c l u d e  i n e f f e c t i v e  l o g i s t i c a l  and  s u p p l y  sys tems ,  d i f -  
f i c u l t y  i n  c o v e r i n g  r e c u r r e n t  c o s t s ,  a n d  a g e n e r a l  f a i l u r e  t o '  
i n s t i t u t i o n a l i z e  p r o j e c t  a c t i v i t i e s .  ~ e v i e w s  o f  s u c h  s e c t o r s  are 
conduc ted  s o  t h a t  p e r s i s t e n t  problem a r e a s  c a n  be i d e n t i f i e d  and  

1: - >--< -+> s o l u t i o n s  found.  
I 

The s e c t o r a l  approach i s  c - o n s i s t e n t  w i t h  t h e  f a c t o r  approach  
d e s c r i b e d  e a r l i e r .  The s e c t o r a f  a n a l y s i s  c o n f i n e s  i t s e l f  t o  t h e  
f a c t o r s  t h a k  i n f l u e n c e  deve,lopment..programs- in.-that -speci~Eic-,.i . - ----me ,s --- 
s e c t o r .  E'or pro jec t - jd ' e s igne r s  and d o n o r s  i n v o l v e d  AI :t.hat sbc -  
t o r ,  t h e  s t u d y  f i n d i n g s  o f f e r  p a r t i c u l a r l y  r e l e v a n t  g u i d a n c e .  

I 

1 
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5. GOVERNMENT POLICIES 

5.1 - Scope of Government Policies 

Development projects operate within the context of a nation- 
al government policy environment. Government commitment and 
policies that support project objectives are critical to sustain- 
ability. Even the results of a "goodt1 project will not be sus- 
tainable if the policy environment is hostile. If conflicts over - 
policy and priority are known and deemed likely to preclude sus- I 

tainability, it is doubtful that such projects should be under- 
taken. 

5.2 Government Commitment 

Many donor projects generate or strengthen activities that 
are expected to be the responsibility of the developing country 
when assistance ends. The sustainability of the benefits--the 
results or impact--of such projects depends largely on the coun- 
try's commitment. Analyses of this commitment take into account 
the degree of agreement on objectives; the breadth and depth of 
support within the responsible organizations and from various 
political, bureaucratic, private, and local community groups; and 
the willingness to provide financial and personnel resources. 
Coun~rv commitment is also shaped by perceptions of mutuality of 
interests versus perceptions of predominantly donor-driven inter-. 
ests. Since commitment may vary over time and be affected by 
external factors and competing interests, it must bq assessed on 
a continuing basis. i. 

I 

1 -, I\  

When the sustainability of a program depends on certain 
government actions, these actions should be clearly identified L 

before a project is started. For example, the physical require- 
ments for which the designated organization is responsible should P 

be identified at the outset of the project. Opportunities should 
be explored for releasing funds in tranches that are conditional 
on meeting these requirements. This strategy brings to the front 
the resource requirements the activity implies and enables all 
parties to make an informed decision about the desirability of a 
particular project. _____ _ _  _ _ _  " _  .̂ -__ ____ _ __ _ _ _  ._. _ _ I _ __I_""__ .._̂ -_I__--- " --- -- - - -  -- - -- --" . ̂-- 

From the experience of France, commitment to ensure sustain- 
ability is evidenced by a government's willingness to take cer- - 
tain steps under its own authority. France's review noted that 
government action may be required to p~otect fledgling industries 
from international competition. Governments can also enhance 



sustainability by considering restructuring, rehabilitation, or 
privatizing public companies rather than undertaking new invest- 
ments that are likely to be more costly and problematic. Final- 
ly, governments can support companies that agree, through negoti- 
ated contracts, to follow certain policies regarding production, 
prices, and employment. 

This view suggests a very active role for developing country 
governments that goes beyond creating an environment that fosters 
development. Experience shows that governments are usually not 
efficient managers of productive enterprises. Attempts to con- 
trol such enterprises have too often resulted in the drainin? of 
scarce budget resources--a major consideration in program sus- 
tainability. Given these findings, an alternative approach pre- 
ferred by some donors is to channel more resources directly to 
the private sect~r when private productive and service enter- 
prises are the intended beneficiary group. The role of the gov- 
ernment then becomes one of ensuring that the policy environment 
provides the right incentives for producers. 

5.3 Impact of Government Policies 

Many developing country policies can threaten sustainabil- 
ity. They include allocation policies that deny foreign exchange 
requests for the purchase of replacement machinery and spare 
parts, input and output pricing policies, the hiring away of 
project personnel specifically trained for project positions, - 
insufficient provision of local counterpart staff, establishment 
of wage rates that are too low to retain project-trained person- 
nel, and, more generally, failure to provide support and comple- 
mentary policies and programs. 

In a World Bank project in West Africa, for example, govern- 
menc pricing policies did not favor the establishment of the 
proposed cropping system for cotton and maize; following coxtple- 
tion of the project, these policies eventually induced a complete 
return to the traditional pattern of groundnut, millet, and sor- 
ghum production. Moreover, constant changes in the country's 
credit policies gradually discouraged technology adoption by 
making the purchase of equipment, seeds, and fertilizer increas- 
ingly risky or prohibitively expensive. I 

_ _  _- ._ _ -. -- - 
."-- The ~ s i a n  Development Bank reportedsthat"*for most electrical . 

power projects, the power utilities agreed that tariffs would be 
established and maintained at levels that would cover 211 operat- 
ing and debt-service costs and that would finance a reasonable 

- proportion of"future capital expenditures. Only in a few cases, 
however, have the governments allowed increases in line with the 

l L  ., h- - - " -- -- .---- -- - -.- ---- -- ---- - - --- --- - -- -- - - -' -- --- - -- - ',' - 



rising costs of production. The reluctance of governments to 
increase power tariffs adequately seems to stem from their belief 
that not doing so would be an effective anti-inflationary measure 
and an incentive for improved economic and social activities. 
However, the underpricing of power has eroded the financial via- 
bility of the power utilities. As a result, the utilities are 
often unable to sustain their operations or to undertake adequate 
investment without ex-ensive government subsidies, which consti- 
tute a drain on the public budget and are themselves a disincen- 
tive to efficient operation. 

The United Kingdom cited two programs that were adversely 
affected by national plans. The expansion of sugar processing 
activities was limited by a national policy that subsidized the 
importation of cheap sugar. Similarly, micro-hydro schemes in 
Sri Lanka were not accepted by the National Electricity Board. 
The sustainability of these projects is therefore in doubt. 

5.4 Government Priorities 

It sometimes happens that a donor, the developing country 
government, and beneficiaries have different priorities and 
development objectives. Where there is no expressed interest in 
or perceived need for a development activity, support and parti- 
cipation are unlikely to be forthcoming. In contrast, programs 
that are consistent with national priorities enjoy the advantages 
of support from national leaders. 

National priorities are not static, however. Rather, shift- 
ing donor resources into an area that initially lacks priority 
status presents certain challenges. These may include the need 
to begin slowly, to demonstrate value, and to actively seek full i participation. In a number of developmg countries this has been 
the case during the early years of fadily planning projects, 
which were promoted by donors in advance of their general accep- 
tance. But the option should remain open not to undertake pro- 
grams where resistance is particularly strong. 

,The following evaluation comments incktlded in the, Danish 
review illustrate the influence of this dixference in priorities: 
"It is recognized by the mission that the Bolivian counterpart 

-- organization shall not in the near future be able to assum 
resource-demanding tasks, and yet the mission recommends the 
continuation and extension of the project due to its positive 
impact within the health sector and its ability to mobilize the 
population in a difficult environment. In this case, the mission 
clearly does not consider the attainment of project sustainabil- 
ity as a criterion of continued support." - 

- 



6 .  MANAGEMENT, ORGANIZATION, AND LOCAL PARTICIPATION 

6.1 Scope of Manaqement and Organizational Factors 

There is strong agreement among donors about the essential 
role of good management and effective organization in achieving 
sustainability. These are the factors that lead to the strength- 
ening of host country institutional capability. Management 
skills and good leadership, scarce in developing countries, di- 
rectly influence Cne capabilities of institutions. 

This section explores some of the factors that lead to 
growth in host country institutional capacity. The first section 
focuses on the quality of a country's managerial skills and lead- 
ership, which can be a critical determinant of sustainability. 
Organizational requirements, especially administrative and train- 
ing systems, are examined in the next section. The chapter con- 
cludes with a look at the role of beneficiary participation and 
local support groups and constituencies in sustainability. 

- 
6.2 Manaqerial Leadership 

Managerial leadership is key in developing sustainable pro- 
grams. Sustainability and program management are two sides of - 

the same coin. Program sustainability includes a consideration 
of the involvement of beneficiary constituencies, supportive 
policy environments, organizational and administrative capabili- 
ties, sustained financial support, technology choice and renewal, 
appropriate organizational location (national, regional, or 
local), and creative leadership. Program msnagement has parallel 
concerns. It addresses sustainability issues from the perspec- 
tive of program leadership. It encompasses responsibility for 
shaping policy and tezhnological applications, ,_ I  setting goals, and 
mobilizing support from political leaders, complementary organi- 
zations, and beneficiaries, as well as for directing internal 
ailministration. 

( 

. - 
Management skills and good leadership are among the scarcest 

of human resources required for deve!r$ment. This is evident not 
only in the need for policy-makers, decision-makers, and entre- 
reneurs but also in the scarcity of -people able and wi-Ll-ing- to - -  - 4,:----- 
undertake the analytical responsibilities of framing'the issues (I ., , 
for policy-makers. During the life of a project, management is ' 

often handled by expatriate advisers. All too often, when the 
advisers leave, the capability to administer the program goes I 

with them. - i \ 
I/ I 



A Botswana primary education improvement project funded by 
the United States was rated by evaluators as having a high poten- 
tial to maintain a flow of benefits because of two features of 
the project: 

-- Capable leadership and effective management in the min- 
istry and the university had created strong constituency 
support. 

-- Cooperation of major institutions was close and liaison 
with local authorities was extensive, with favorable 
impacts on teacher performance. Institutions were 
effective and flexible in dealing with change. 

The Asian Development Bank's experience with a fisheries 
development project in a South Asian country showed that the 
project could not compete with the private sector in trawl fish- 
ing because institutional capability had not been adequately 
strengthened under the project. As a result, the project's fleet 
of trawlers was not able to supply fish for the project refriger- 
ation complex and fish carrier vessels, and so these facilities 
were underutilized. The cooperative societies, to whom part of 
the loan funds were re-lent, continued to face financial and 
management problems; they lacked technical and managerial zompe- 
tence to operate the project ice plants and sustzin their bene- 
fits at satisfactory levels. Assistance for strengthening the 
mana~ement and institutional capability of the cooperatives was 
obviously needed but had not been foreseen during the project 
appraisal. 

The ability of training institutions to plan for their own 
a incremental grbwth was judged by the United Nations Development 

Program to be a crucie) factor in their achievement of a degree 
of self-reliance. Growth, which was based on either an estab- 
lished strategy or'a response t,o changes in external considera- 
tions such as client demand, suffered when management was inade- 

' quate or when there were gaps in the skill composition needed byi 
those institrations . 

6.3 Development of Orqanizational Capabilities 
, '  

___ , , _ _  _ 6.3.1 Administrative Systems + ,  

- An effective administrative system is an essential require- 
ment of sustainability. The administrative system under which a 
proj~ct will operate must be understood, and the project design 



must be developed accordingly. When project expectations are 
wcll matched with institutional capability--existing or expanding 
over time--sustainability is enhanced. 

Personnel Systems. The administrative system must be able 
not only ta recruit qualified staff but also to retain them. For 
example, a system that experiences frequent delays in paying 
staff salaries, is unwilling to fund per diem costs for required - 
travel, or is unable to approve personnel transfers to towns 
where spouses are located is unlikely to be able to sustain its 
activities. High turnover rates represent a real threat to sus- 
tainability because skilled people are program assets in the form 
of human capital. Germany's report pointed out the particular 
significance of the personnel aspects of local capacity to proj- 
ect sustainability. 

Logistics and Maintenance Systems. Another crucial part of - 
organizational capability is an effective logistics and mainte- 
nance system. 

In its program review, Norway found that one fishing project 
had such a severe problem with lack of maintenance of the boats 
and facilities that the two project vessels were frequently out 
of service for long periods. "This is not simply an issue of 
choice of technology, but is, unusually, an example of the prob- - 
lem of sustainability arising even before the donorfs depsrture." 

The Asian Development Bank expressed concern that high bene- 
fits from two public road projects might not be sustained unless 
an adequate and timely flow of funds was allocated for proper 
maintenance and for replacement of worn-out bridges. The funding 
for operations and maintenance was provided by the host govern- 
ment because user fees are not normally collected for public 
roads. 

The Bank also noted that poor policies can create or worsen 
maintenance problems. For exanpie, the maintenance costs of two 
road projects in one Southeast Asian country were expected to be 
high because of a ~eduction in the design standards of the roads 
during implementation; also, the government had decided to in- 
crease axle load limits and allow an increase in the gross vehi- 
cle weight, which would hasten deterioration of the roads. 

Denmark noted that "the development of maintenance systems 
poses a major problem that tends to be solved rather late in the --- 

project cycle." The evidence fron many of the donor reviews - 
shows this to be an unsatisfactory approach. 

r i  

Information and Feedback Systems. Feedback in a management 
information system can be important in guiding project develop- 



ment and assessing impact. A feedback system helps managers 
determine how well their project is performing and which methods 
work most effectively. This is particularly important with a new 
technology or approach. When a project is to be replicated else- 
where, the evaluation component of a pilot effort has proved to 
be a consistently valuable exercise. One problem frequently 
cited in project evaluations was that the reporting system was 
beyond staff capabilities in terms of sophistication or time 
requirements. Sustainability can be encouraged by having a re- 
porting requirement that j s  relatively simple but captures the 
most critical information in a consistent format. 

The Inter-American Development Bank noted that in its animal 
health projects, surveillance and nonitoring activities tended to 
be cut back after the Bank's immediate role in financing the 
projects had ended. In part this is because such activities 
often required additional expenses, such as for vehicles, person- 
nel, travel, and fuel. Another reason is the lack of understand- 
ing about the importance of surveillance and monitoring, particu- 
larly once the project begins to realize its objectives. This, 
in turn, may reflect the fact that information and monitoring 
systems were established primarily at the insistence of the Bank 
and had little internal support within the agencies assigned to 
execute the programs. 

Training 

Training was frequently identified by donors as an important 
factor of sustainability, but correctly identifying and providing 
for the training needs of a project does not ensure sustainabil- 
ity. Most assistance projects have a good record of meeting 
physical training targetc. Yet training and organizational 
development achievements that are essential to sustainability are 
easily lost as a result of poor management or failure of deci- 
sion-makers to provide opportunities for specially trained per- 
sonnel to use their newly acquired skills. 

The United States noted that its experience shows four ways 
in which the accomplishments of training programs can be 
threatened: 

-- Attrition. As trainees leave the service delivery sys- 
tem that invested in them, human capital is lost. For a 
system to remain effective, attrition rates must be kept 
at a manageable level. When attrition rates begin to 
reach unanticipated levels, the factors causing attri; 
tion must be quickly identified and addressed. Replace- 



ment training plans are important if coverage is to be 
maintained. 

-- Market demand for trainees. As trainees graduate, a 
system must be in place to absorb and make effective use 
of them. Failure to provide an opportunity for spe- 
cially trained personnel to exercise their new skills 
can result in the dissipation of the newly acquired 
capability. If trainees are to have the opportunity to 
use their new skills, training programs must be designed 
to take into account the market demand for different 
types of skills. 

-- Retraininq. Refresher or follow-up training is as im- 
portant to sustainability as initial training. The 
newer the concept, the g;eater the need for reinforce- 
ment through retraining. Even when retraining is 
planned for, it does not always take place. Retraining 
efforts often depend on developing country fundielg. 
Participants are expected to pay for their own transpor- 
tation, food, and lodging. This can represent a sig- 
nificant expense for those who have to travel long 
distances and will exacerbate existing problems of in- 
frequent attendance. 

- - Poor resource allocation policies. Training, because it 
is usually successful, tends to be a popclar component 
of l~ealth~~rojects, It is encouraging f ~ r  developing 
country governments and donors to see a graduating class 
of students. In some projects, this has led to exces- 
sive budget allocations for training to the detriment of 
supervision, maintenance, and other areas of need. 

Canada's review found sustainability to be strongly linked 
to training through its contribution to human resource and insti- 
tutional development, especially at the grass-roots level. The 
type of training administered can be especially important. On- 
the-job training, training at institutions in the developing 
country, training at the local/target group level, and training 
that includes foreign language components are more likely than 
other types of training to yield sustainable benefits. In addi- 
ti,on, training for specific positions in a program that offers 
challenging, long-term jobs is likely to provide lasting benefits 
for the program and country. 

Canadian evaluation reports offer some specific lessons in 
this regard. The evaluation of the Medicine Sociale et.Preven- 
tive project in Tunisia indicated that participants %receivixlg 
long-term training in Canada are more likely to return to the 
project the training program supports if the project is innova- 

, 



tive and stimulating and the trainees believe they will have the 
opportunity to put their new knowledge and ideas into practice. 
The major lesson from the Tanzania Spare Parts project is that 
while the supply of spare parts is critical to the operat.iona1 
viability of the parastatals, overall management capability and 
policies (e.g., tariff setting) and technical assistance in 
equipment management and maintenance training may be more impor- 
tant to the achievement of institutional sustainability and self- 
sufficiency. Experience with the Swaziland Rural Water project 
indicated that either a sufficient number of persons need to be 
trained initially and subsequently to offset possible attrition 
or t3e recipient government should be asked to ensure that 
trained persons remain for a minimum period after their training 
has ended. 2 

In two bridge projects in Indonesia, Australian assistance 
helped establish in the local implementing agency the technology 

I 
necessary for sustaining required training in higher level engin- 1 ;  
eering and construction management. 

6.4 Local Participation 

Local participation was cited by many members as a critical 
eleqent of sustainability. For example, Canada credited the 
success of the Cooperation and Nutrition project in Nicaragua in 
part to the use of a small-scale pilot project and to working 
through existing local organizations. Similar factors influenced 
the success of the Guatemala Rural Water project. Sustainable - benefits from this project were related to the adoption of a 
community-based approach, the use of local resources, and the 
development of a more effective institution for delivering rural . 
potable water services. - 

The Asian Development Bank found that in irrigation proj- 
ects, a major contribution to sustainability comes from the 
development of farm-level organizations. Working through these 
organizations enables project beneficiaries to assume gradually 
increasing responsibility for project activities during implemen- 
tation. However, this has not alwzys been possible. In several 
cases, such organizations had not yet been set up. Even among 
those that were organized, many had not become fully operational 
and were unable to assume greater responsibilities in aseration . - 
and maintenance of irrigation facilities or to participate more 
effectively in agricultural extension activities. To help ensure 
the ~~ustainability of irrigation projects, it was recommended 
that the institutional development component of the project 
irrigation system be strengthened 
organize new farmers associations 

by assigning more staff to 
and by providing more intensive 



training in system operation, water management, and modern farm 
practices. In addition, all agricultural support services, espe- 
cially extension activities and agricultural credit, should be 
adequately provided and well coordinated under an effective mech- 
anism at the system level. 

Similarly, a key finding from the U.S. evaluations of rural 
development projects is the importance for successful project 
performance and sustainability of some form of beneficiary parti- 
cipation in project management decisions. The nature of such 
participation, however, has varied considerably. For many infra- 
structure projects, such as irrigation, rural roads, and elec- 
tricity and water systems, the active involvement of local commu- 
nity organizations in infrastructure planning, construction, and 
maintenance decisions was found to be critical to project success 
and sustainability. For other rural development activities, such 
as provision of agricultural inputs, credit, extension, and mar- 
keting services, it appeared that local organization was not 
essential as long as an effective monitoring mechanism was avail- 
able that informed project management of the actual needs, pref- 
erences, and constraints of their client population, the farmers, 
vis a vis the project's products and services. Project experi- 
ence has made it clear that the intended beneficiariesf percep- 
tions of the value of project services profoundly affect utiliza- 
tion. For example, perspectives concerning the timeliness and 
reliability of the services and considerations concerning afford- 
ability, ready access, and ultimately profitability and riskiness 
affect farmersf decisiow to adopt new agronomic technologies and 
practices. 

With regard to infrastructure projects, experience indicated 
time after time that the centralized agencies that typically 
constructed rural infrastructure did not have the recurrent-bud- 
get to maintain it properly; or perhaps more correctly, ga.ve 
operation and maintenance low priority relative to new construc- 
tion. Donor actions probably supported this attitude by being 
more forthcoming with assistance for new construction or rehabil- 
itation than for operation and maintenance costs or for organiza- 
tion. The result was that too frequently rural systems fell into 
disrepair, providing unreliable services to farmers who in turn 
would attempt to reduce their dependence on and utilization of 
these modern technologies. 

Suesessful, sustainable projects were frequently those that ..--- 

placed the responsibility for operation and maintenance clearly 
on community-based organizations, user groups, cooperatives, or 
the like. However, responsibility for operation and maintenance 
can only be successfully devolved if some concomitant control 
over service provision is also devolved. Timing of involvement 
was important. The user associations were most effective if they 



were e s t a b l i s h e d  i n  t h e  e a r l y  p h a s e s  o f  t h e  p r o j e c t  and t h e y  had 
a  v o i c e  i n  p l a n n i n g  and implementa t ion  d e c i s i o n s  s u c h  a s  c h o i c e  
o f  t e c h n o l o g y ,  p h y s i c a l  d e s i g n  and l o c a t i o n ,  a l l o c a t i o n ,  main- 
t e n a n c e  and  repayment p o l i c i e s ,  and  o t h e r  a s p e c t s  t h a t  made t h e  
p r o j e c t  I1appropr ia te1l  from t h e i r  p e r s p e c t i v e .  Such e a r l y  i r -  
volvernent i n  p l a n n i n g  by i n t e n d e d  b e n e f i c i a r i e s  f r e q u e n t l y  avoid-  
e d  c o s t l y  m i s t a k e s  by e n s u r i n g  f u l f i l l m e n t  o f  t h e  communi tyfs  
p e r c e i v e d  n e e d s  and enhanc ing  t h e i r  u t i l i z a t i o n  and m o t i v a t i o n  
f o r  ma in tenance .  

7 .  FINANCIAL FACTORS 

7 . 1  Scope of  F i n a n c i a l  F a c t o r s  - 

The f a c t o r s  d i s c u s s e d  i n  t h i s  s e c t i o n  i n f l u e n c e  a program's  
long- term f i n a n c i a l  v i a b i l i t y  and independence .  The Inter-Arneri-  
can Bank n o t e d  t h a t  it i s  more a p p r o p r i a t e  t o  t h i n k  o f  t h e  s u s -  
t a i n a b i l i t y  of  b e n e f i t s  a s  a " f i n a n c i a l "  r a t h e r  t h a n  an  "econom- 
i c "  c o n c e p t .  While economic c r i t e r i a  and  measures  o f  b e n e f i t s  
a r e  u s e f u l  i n  s e l e c t i n g  t h e  most v i a b l e  among a l t e r n a t i v e  p r o j -  
e c t s ,  i n  a n  a n a l y s i s  o f  s u s t a i n a b i l i t y  it i s  i m p o r t a n t  t o  r e f l e c t  
t h e  f low o f  f u n d s  n e c e s s a r y  t o  c o v e r  o p e r a t i o n s ,  maintenance ,  and  
d e p r e c i a t i o n  o f  t h e  i n v e s t m e n t s  t h a t  a r e  p r o v i d i n g  t h e  s e r v i c e s  
t h a t  need  t o  b e  s u s t a i n e d .  T h e r e f o r e ,  o n l y  a f i n a n c i a l  a n a l y s i s  
t h a t  d e m o n s t r a t e s  t h a t  f u n d s  w i l l  be a v a i l a b l e  v i a  e i t h e r  c o s t -  
r e c o v e r y  p r o v i s i o n s  o r  d i r e c t  a p p r o p r i a t i o n  o f  f u n d s  a d d r e s s e s  
d i r e c t l y  t h e  i s s u e  o f  t h e  s u s t a i n a b i l i t y  o f  b e n e f i t s .  

One o f  t h e  mast s e r i o u s  s h o r t c o m i n g s  o f  development  p r o -  
grams, and a  major  impediment t o  s u s t a i n a b i l i t y ,  h a s  been  t h e  
i n a b i l i t y  t o  a c h i e v e  c o n t i n u e d ,  r e g u l a r  f u n d i n g  o f  a n n u a l  o p e r a t -  
i n g  c o s t s .  There  a r e  s e v e r a l  r e a s o n s  why r e c u r r e n t  c o s t s  may n o t  
be  c o v e r e d .  One is t h e  a p p r o p r i a t e n e s s  o f  t h e  c o s t s .  When 
r e c u r r e n t  c o s t s  are l a r g e  r e l a t i v e  t o  t h e  i n i t i a l  i n v e s t m e n t  o r  
t o  t h e  b e n e f i t s  g e n e r a t e d ,  s u s t a i n a b i l i t y  i s  u n l i k e l y .  Regara- 
less o f  how d e s i r a b l e  an  a c t i v i t y  may be ,  i f  a c o u n t r y  o r  b e n e f i -  
c i a r y  g roup  c a n n o t  a f f o r d  t o  m a i n t a i n  it, it  w i l l  n o t  c o n t i n u e  
when e x t e r n a l  f u n d i n g  e n d s .  It is  a l s o  i m p o r t a n t  t o  d e v e l o p  
e a r l y  i n  a  p r o j e c t ' s  l i f e  a  mechanism t h a t  w i l l  e n s u r e  t h a t  nec- 

- e s s a r y  c o s t s  w i l l  b e  c o v e r e d .  E x p e r i e n c e  shows t h a t  u n l e s s  h o s t  
c o u n t r y  f i n a n c i a l  s u p p o r t  i s  p h a s e d  i n  wliLl< e x t e r n a i  s u p p o r t  is 
s t i l l  b e i n g  p r o v i d e d ,  i t  i s  u n l i k e l y  t o  b e  p r o v i d e d  a f t e r  e x t e r -  
n a l  s u p p o r t  e n d s .  

T y p i c a l l y ,  d2velopir ig c o u n t r y  governments  assume r e s p o n s i -  
b i l i t y  f o r  r e c u r r e n t  c o s t s .  However, t h e r e  i s  s t r o n g  e v i d e n c e  t o  
s u g g e s t  t h a t  p r o s p e c t s  f o r  s u s t a i n a b i l i t y  a r e  g r e a t e r  f o r  p r o j -  



e c t s  t h a t  do no t  depend qn g e n e r a l  p u b l i c  funds .  This  s e c t i o n  
looks  a t  t h e  deve lop ing  c o u n t r y ' s  budget  p r o c e s s  and d i s c u s s e s  
some of t h e  more s u c c e s s f u l  expe r i ences  wi th  t h e  t r a n s i t i o n  t o  
f i n a n c i a l  s e l f - r e l i a n c e .  Some p r o j e c t s  have r e l i e d  on u s e r  f z e s  
and l o c a l  v i l l a g e  c o n t r i b u t i o n s  t o  s h i f t  program c o s t s  t o  t h o s e  
who r e c 2 i v e  t h e  b e n e f i t s .  I n  o t h s r  c a s e s ,  p r i v a t e  s e c t o r  n e t -  
worKs have been mobi l i zed  f o r  d e v ~ l o p m e n t  a c t i v i t i e s .  Examples 
of s u c c e s s f u l  implementat ion of such approaches a r e  p r e s e n t e d  t o  
o f f e r  des ign  guidance "or f u t u r e  p r o j e c t s .  

A s  t h e  t o p i c s  l i s t e d  above imply, t h e  d i s c ~ ~ s s i o n  i s  focused  
on f a c t o r s  a t  a  p r o j e c t  o r  microeconomic l e v e l .  But p r o j e c t s ,  of 
course ,  o p e r a t e  w i th in  t h e  con tex t  of a  domest ic  and i n t e r n a t i o n -  
a l  economic environment.  A ba lance  of  payments c r i s i s  w i l l  be  
p a r t i c u l a r l y  t roublesome f o r  p r o j e c t s  t h a t  have c r i t i c a l  import  
requ i rements .  The macroeconomic c o n d i t i o n s  t h a t  i n f l u e n c e  p r o j -  
e c t s  a r e  d i s c u s s e d  i n  S e c t i o n  11 on e x t e r n a l  f a c t o r s .  

7 . 2  Nat iona l  Budqets 

Before t h e  problem of i n s u f f i c i e n t  funding of r e c u r r e n t  
c o s t s  can be so lved ,  one must f i r s t  examine t h e  p o t e n t i a l  s o u r c e s  
of funds t o  meet t h e s e  c o s t s .  Most deve lop ing  c o u n t r i e s  fund 
program a c t i v i t i e s  th rough  t h e  n a t i o n a l  budget .  The reason  f o r  
t h i s  p r e f e r e n c e  is s t r a i g h t f o r w a r d .  By c o n t r o l l i n g  t h e  resourc-  
e s ,  governments a r e  a b l e  t o  d i r e c t  inves tments  acco rd ing  t o  t h e i r  
e s t a b l i s h e d  p r i o r i t i e s .  When t h e  government budget  is enjoying*-:'I 

~ ' 3  , p e r i o d  of growth i n  r e a l  t e rms ,  t h i s  approach works f a i r l y  w e l l , , .  - 

During p e r i o d s  of budget  s t r i n g e n c y ,  however, t h e  s u s t a i n a b i l i t y  
- of programs can be s e r i o u s l y  t h r e a t e n e d .  

- The fo l l owing  l e s s o n  from t h e  Inter-American D e v e l c y e n t  
Bank (IDB) review i l l u s t r a t e s  t h i s  problem. P u b l i c  h e a l t h  p r o j -  
e c t s  such a s  t h o s e  e v a l u a t e d  by t h e  IDB b e n e f i t  p r i m a r i l y  low- 
income groups who cannot  pay h igh  f e e s  f o r  t h e  s e r v i c e s  p rov ided .  
Thus t h e  p r o j e c t s  must r e l y  on government budgetary  a l l o c a t i o n s  F 

\ t o  cover v i r t u a l l y  a l l  r e c u r r e n t  c o s t s .  Th is  makes t h e  p r o j e c t s  
e s p e c i a l l y  v u l n e r a b l e  t o  adve r se  macroeconomic c o n d i t i o n s  a f f e c t -  
i n g  t h e  count ry ,  p a r t i c u l a r l y  i n  c o u n t r i e s  w i th  a  l a r g e  popula- 
t i o n  of poor people  and an economy t h a t  i s  dependent on a  few 

A - .  e x p o r t s .  P r o j e c t s  t h a t  a r e  s u s t a i n + b l e  d u r i n g  boom .perio.ds--may . . _--- - -  
no t  be s u s t a i n a b l e  i n  p e r i o d s  of  economic s t a g n a t i o n  o r  d e c l i n e .  

A r u r a l  development p ro jec t ,  funded by t h e  Uni ted Kingdom was 
t h r e a t e n e d  by a s h o r t a g e  of l o c a l  funds  f o r  r e c u r r e n t  c o s t s .  J 
Technica l  packages promoted by t h e  p r o j e c t  had n o t  been t e s t e d  i n  

I t h e  f i e l d ,  and p r o j e c t i o n s  f o r  fa rmer  up take  and s a l e  of  h y b r i d  
maize were no t  r e a l i z e d .  In  a d d i t i o n ,  a g r i c u l t u r a l  p r i c i n g  p o l i -  



c i e s  d i d  no t  suppor t  i n t e n s i v e  maize p roduc t ion .  Thus, t h e  rev-  
enues planned f o r  cove r ing  t h e  c o s t s  of running  t h e  market ing 
agency and t h e  management u n i t  were no t  a v a i l a b l e .  

When p r o j e c t s  a r e  n e g o t i a t e d ,  governments g i v e  a s su rances  
t h a t  r e f l e c t  t h e i r  i n t e n t i o n  t o  p rov ide  c e r t a i n  r e s o u r c e s .  Bow- 
e v e r ,  good i n t e n t i o n s '  a r e  o f t e n  no t  s u f f i c i e n t .  For example, i n  
a  r u r a l  h e a l t h  suppor t  p r o j e c t  funded by t h e  United S t a t e s  i n  
Sudan, t h e  Government was unab le  t o  fund r e c u r r e n t  c o s t s  ade- 
q u a t e l y ,  d e s p i t e  t h e  f a c t  t h a t  improving h e a l t h  s e r v i c e s  was a 
h i g h - p r i o r i t y  g o a l .  The problem was exace rba t ed  by a  f i s c a l  
c r i s i s  a r i s i n g  from macroeconomic d i f f i c u l t i e s ,  a  f lawed p r o j e c t  
de s ign  t h a t  sought a c t i o n  on t o o  many f r o n t s ,  and an cnderss t ima-  
t i o n  of t r a n s p o r t  problems and o t h e r  ~ o n s t r a i n t s .  

How can t h e s e  a l l  t o o  common outcomes be  avoided? One way 
t o  e a s e  t h e  t r a n s i t i e -  t o  s e l f - r e l i a n c e  i s  t o  u s e  a phased Einan- 
c i a 1  p l a n .  The end of the p r o j e c t  i s  c l e a r l y  t h e  wrong time t o  
s t a r t  t h i n k i n g  about p o s t p r o j e c t  funding .  Dec is ions  must be  made 
much e a r l i e r - - i d e a l l y  a t  t h e  s t a r t  of t h e  p r o j e c t .  Whether a s  
p a r t  of  a  formal s t a t emen t  of c o n d i t i o n s  p receden t  o r  th rough  an 
implementat ion l e t t e r ,  a  m u l t i y e a r  f i n a n c i a l  p l a n  can be  e s t a b -  
l i s h e d  a t  t h e  s t a r t  of  t h e  p r o j e c t .  I n  a  t y p i c a l  c a se ,  t h e  donor 
would fund 1 0 0  p e r c e n t  of  t h e  c o s t s  i n  t h e  f i r s t  yea r ,  and a  
s t e a d i l y  d e c l i n i n g  pe rcen t age  i n  l a t e r  y e a r s .  This  mechanism 
a l l ows  t ime  f o r  t h e  government t o  make p r o v i s i o n s  f o r  c r i t i c a l  
i t ems  whi le  donors a r e  s t i l l  p rov id ing  most of  t h e  funds .  For  
example, n e g o t i a t i o n  f o r  deve lop ing  count ry  coverage of pe r sonne l  
c o s t s  and t h e i r  i n c l u s i o n  as a  l i n e  i t em i n  t h e  government's 
o p e r a t i n g  budget i s  much e a s i e r  whi le  e x t e r n a l  a s s i s t a n c e  i s  
be ing  p r ~ v i d e d .  

While t h e  donor i s  abso rb ing  some of t h e  p r o j e c t  c o s t s ,  t h e  
deve lop ing  government can beg in  t o  assume i n c r e a s i n g  s h a r e s .  By 
t h e  t ime  of  donor withdrawal,  s t a f f  members a r e  i n  p l a c e  t o  con- 
t i n u e  t h e  work. Exper ience shows t h a t  p r o j e c t '  c o s t s  a r e  e a s i e r  
f o r  a deve lop ing  coun t ry  t o  handle  i f  t h e  i n c r e a s e s  a r e  small and 
a r e  s t e a d i l y  budgeted and phased i n  each  y e a r .  

Na t iona l  budgets  may n o t ,  however, be  t h e  b e s t  sou rce  of 
funding .  The nex t  s e c t i o n s  e x p l o r e  a l t e r n a t i v e s .  



7 . 3  O t h e r  Sources  o f  Funding 

7 . 3 . 1  User Fees  

User f e e s  and community f i n a n c i n g  schemes can  e a s e  t h e  
f i n a n c i a l  burden on a  d e v e l o p i n g  c o u n t r y ' s  b u d g e t .  A s  t h e  U n i t e d  
S t a t e s  r ev iew p o i n t e d  o u t ,  " u s e r  f e e s  can  encourage  g r e a t e r  
d e l i v e r y  o f  s e r v i c e s  by p r o v i d i n g  i n c e n t i v e  payments f o r  e x t r a  - 

d u t y  by s e r v i c e  p r o v i d e r s  ( e . g . ,  e x t e n s i o n  p e r s o n n e l  o r  v i l l a g e  - 
h e a l t h  w o r k e r s ) .  A c r i t i c a l  e l ement  o f  u s e r  f e e  s u c c e s s  i s  con- 
sumer demand. I n  many c a s e s  t h e  l a c k  o f  f i n a n c i a l  s u p p o r t  [was] 
r e l a t e d  t o  p r i o r i t i e s  and w i l l i n g n e s s  t o  pay r a t h e r  t h a n  i n a b i l -  
i t y  t o  pay .  I f  s e r v i c e s  a r e  p e r c e i v e d  a s  u s e f u l  and r e l e v a n t ,  
e x p e r i e n c e  shows even t h e  p o o r  are w i l l i n g  and a b l e  t o  pay .  
While d e s i r e d ,  t h e r e  a r e  few c a s e s  where u s e r  f e e s  have  been 
deve loped  t o  e n s u r e  t h e  f u t u r e  f i n a n c i a l  soundness  o f  - - 
a c t i v i t i e s  . " 

The I D B  f o c u s e d  i t s  s u s t a i n a b i l i t y  r ev iew on t h r e e  s e c t o r s  
( an imal  h e a l t h ,  p u b l i c  h e a l t h ,  and  r u r a l  w a t e r  s u p p l y ) .  I n  e a c h  
o f  t h e s e  s e c t o r s  t h e  LDB found t h a t  i n e f f e c t i v e  c o s t - r e c o v e r y  
p r o c e d u r e s  had c o n t r i b u t e d  t o  t h e  l a c k  o f  program s u s t a i n a b i l i t y .  
I n  animal  h e a l t h  p r o j e c t s ,  v a c c i n e s  were p r o v i d e d  a t  s u b s i d i z e d  
r a t e s  o r ,  i n  t h e  c a s e  o f  s m a l l  p r o d u c e r s ,  f r e e  o f  c h a r g e ,  and 
c o n s e q u e n t l y ,  f e e s  d i d  no t  c o v e r  program c o s t s .  I n  o t h e r  cases, 
t h e  i n f l u e n c e  o f  c a t t l c  p r o d u c e r s  p r e v e n t e d  t h e  enac tment  o f  t a x  
l e g i s l a t i o n  t h a t  would have  f i n a n c e d  t h e  programs.  

I n  t h e  h e a l t h  p r o j e c t s  t h e  IDB e v a l u a t e d ,  it was n o t e d  t h a t  
a  g o v e r n m c n t t s  o f f i c i a l  p o l i c i e s  g u a r a n t e e i n g  u n i v e r s a l  a c c e s s  t o  
h e a l t h  s e r v i c e s  ( f ree  o f  c h a r g e  if n e c e s s a r y )  were b a s i c a l l y  
i_ncompat ib le  w i t h  t h e  r e s o u r c e s  a c t u a l l y  a t  i t s  d i s p o s a l  f o r  t h a t  
p u r p o s e .  Such a  s i t u a t i o n  v i r t u a l l y  g v a r a n t e e s  t h a t  p u b l i c  
h e a l t h  programs w i l l  become u n s u s t a i n a b l e ,  u n l e s s  s p e c i f i c  t a r -  
g e t s  and l i m i t e d  o b j e c t i v e s  a r e  se t .  

1 

The IDB found  t h a t  t h e  s u s t a i n a b i l i t y  of r u r a l  w a t e r  p r o j -  
e c t ~  b a s i c a l l y  depend-ed on a d e q u a t e  t a r i f f  and a d m i n i s t r a t i v e  
s y s t e m s .  I n  t h e  a b s e n c e  o f  an  e f f e c t i v e  t a r i f f  sys tem,  r e s o u r c e s  

-- . .. - were-mot--avai-l-ab-l-e-- to- -cover- -opera t  ing--and-maintenance--cost  s-ade---------- 
- q u a t e l y .  T h i s  f r e q u e n t l y  led t o  a  l a c k  of ma in tenance  (and u l t i -  

m a t e l y  t o  t h e  breakdown of  equipment  s u c h  a s  d i e s e l  pump sets) i. 

and a  r e l i a n c e  on ,vo lun ta ry  o p e r a t o r s  (who had l i t t l e - i n c e n t i v e  
, z 

t o  improve s e r v i c e j  . 



Recent evaluations of the Combatting Childhood Communicable Dis- 
=3dl ease project efforts in Liberia and Zaire were particularly 

encouraging in that respect, demonstrating that even for preven- 
tive care some cost recovery is possible. 

In Liberia, a revolving drug fund was established. "Seed 

- drugs" were provided to clinics on credit, with the agreement 
that they would pay back the value of these drugs. This was not 
a problem because the average value of drugs issued was $145 
whereas the proceeds from the sale of the drugs was about $340. 
On the basis of 1 year's experience, evaluators concluded that 
the revolving drug fund can work in Liberia and that it is an 
excellent way of ensuring not only that drugs are available at 
the clinics but also that the clinics generate enough fees to 
support and maintain themselves without external aid. Once peo- 
plz realize that services are available, they will come for 
treatment and, for the most part, they are willing to pay for it. 
Evaluators also noted that before the system is introduced, mem- 

- bers of the community must understand the nature and value of the 
revolving drug fund and their role in maintaining it. Ideally, 
such projects include the provision of seed money to pay for 
drugs and supervision to ensure that the money is managed 
correctly. 

The project in Zaire supported three major activities: i-mmu-' 
r~ization, oral rehydration therapy for diarrhea, and presumptive 
treatment of malaria with chloroquine. The latter two are cura- 
tive interventions, the former is preventive. The charges for 
the curative-intervention commodities--oral rehydration salts and 
chloroquine--should be able to finance a11 of the direct costs. 
It is the widely held opinion of professionals that users will 
pay the full costs of curative services for which there is a 
perceived need but are less willing to pay for preventive ser- 
vices. For the immunization program, a preventive intervention, 
the general tractice in Zaire is to charge mothers a nominal, 
one-time fee for a card that then allows them to bring their 

I children to preschool clinics. As long as the fees are low, they 
do not seem to hinder participation in the vaccination program: 
However, such fee levels are sufficient only to cover the cost'of 
personnel who deliver the vaccinations. Thus, all national, 
regional, and zonal costs of the vaccination program must be 
covered from other sources. 

7.3.2 Local Village Contributions 
I - 

..- 

Local village contributions can ease the financial burden 
, that health care places on a developing country's national bud- 

, b get. Community financing schemes take many forms, including 
Qfi L 



voluntary contribution boxes, village-owned cooperatives, and 
allocations from community committees. However, other financing 
schemes are required for projects in comn~unities whose residents - 

live in such severe poverty that even token payments may be dif- 
ficult or impossible to make. 

A U.S. review of health projects found that the transition 
from external support to self-support is often difficult. "Even 
when local governments or communities agree at the beginning of 
the project to gradually take over the financial responsibilities 
of project activities, the precise mechanism that will be used is 
often unclear. Most local governments, while agreeing to try to 
assume responsibility, appear unprepared at the time of takeover - -. 
and generally lack understanding of the magnitude of the commit- 
mcnts they had made." 

7.4 Private Sector Participation 

Use of the private rather than the public sector in imple- 
menting development projects can have important implications for 
sustainability. As mentioned in the earlier discussion of user 
fees, the willingness to pay for benefits is directly related to 
the perceived need and value to the ccnsumer. Because the profit 
motive makes the private sector more sensitive to consumer 
demand, the prospects for financial viability are enhanced. \!,It 
is also true that projects that prove to be highly profitable are 
more likely to be continued by those organizations providing the 
services. - 

There is less cost and risk in strengthening an existing 
delivery system or infrastructure than in creating a new one. In 
most developing countries, there are opportunities to use the 
private sector and local voluntary organizations to carry out 
development programs such as tnose in health services delivery or 
the promotion of new technological packages in agriculture. U.S. 
experience with a seed production program in Thailand shows the 
importance of private investment in seed processing and the use 
of a well-established network of private merchants and credit 
institutions in facilitating the adoption of improved seeds by 
the Thai farming community. In general. the decentralization of 

r ,-- ,\ .%. , ,'.\. development activity to local cornmun~tles,and private enterprises 
.- - - - - - - can st-rengkhen commitment-- and -help---t o -mobil'i ze- res-ourcCes---tha-t'-- 

otherwise would not be available. Such involvement is central to 
ensuring the sustainability of many development programs. 
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8. TECHNOLOGICAL FACTORS 

8.1 Scope of Technological Factors 

The technology chosen for a project is an important factor 
of sustainability. The technology must be appropriate both to 
the host country's findncial and institutional capabilities and 
to the project goals. In addition, sustainability requires that 
the techno3.ogy be accepted. Finally, there must be a mechanism 
through which the technologies are maintained and renewed. The 
following sections elaborate on each of these topics. 

8.2 - Choice of Technology 

The most sophisticated technology available is not neces- 
sarily the most appropriate, even where the prospective users 
desire it. Advanced technology and expensive hardware that ex- 
ceed an institution's financial or technical capacity are likely 
to be wasteful, ineffective, and ultimately unused. A simple 
technology that is precisely focused on the needs of the task at 
hand enables counterpart staff to master it quickly. Then, the 
important step of diffusion can take place. Finally, costs must 
not be excessive relative to benefits generated or to the finan- 
cial capacity of the host country. 

- 
I 

The following experiences hclp illustrate these points. ( 

" When the Asian Development Bank evaluated its assistance to fish- 
eries pr0ject.s that involved the introduction of new fishing 
technologies, it found that they had not achieved sustainability. 
In most cases, the new vessels were not designed to suit local 
conditions and therefore were not replicated in subsequent in- 
vestments by the public and private sectors. Moreover, vessels 
provided to assist small fishermen were at the top of the local 
technology scale and their cost was high relative to the initial 
wealth of the beneficiaries. Thus, even if small-scale fishermen 
were technically capable of employing the technology, the burden 
of financial management frequently posed a serious obstacle to 

I 
- --- --". 

Canada found that sustainability was threatened in a small- 
scale fisheries development project in the Philippines by the 
establishment of facilities that were'too elaborate and complex 
to be operated in a technically and financially viable manner by 
an indigenous organization. Evaluators concluded that "the coop- 
erative supported by the project will face cons&erable dif fi- 
culty in achieving self-reliance because the scale of the coop's 



facility is too high when related to the size of the local 
fishery . I' 

8.3 Hard and Soft Aspects of Technology 

Interesting observations on technology emerged from the 
sustainability review of Japan's project evaluations. Japan's 
review made a distinction between "hardtt technologies, such as 
construction or engineering techniques, and "softtt technologies, 
such as management methods or staff training systems that produce 
adequate manpower to continue programs. The conclusion of 
Japan's review of technology transfer was that for "hard" tech- 
nologies, the ability of developing countries to assimilate the 
technologies has increased and donor nations have developed more 
appropriate transfer methods. However, for "soft" technologies, 
the basic concept and the methodology still need to be clearly 
defined. 

The ability to judge whether sustai~~ability is likely is 
anhanced by focusinn,on the capacity of implementing entities to 
assimilate and use,,$he management and operations aspects of the 
new technology. l;h;?anese Water Resources Development projects in 
Indonesia illustrate the process of successful technology trans- 
fer. The projects are being implemented under the leadership of 
the Indonesian executing agency, and the strengthening of this 
leadership was determined to be critical to project success. The 
technology transfer occurred over four stages: 

1. Simple absorption of know-how from Japanese technical 
experts (1962-1964) 

2 .  Positive parti~'.lpation in the implementation of con- 
struction works, with overall support from Japanese 
experts (1964-1972) 

3. ~ndependent'implementation of construction works, with 
advice from Japanese experts (1972-1976) 

4. Independent implementation of works without any assis- 
tance from Japanese experts (1976- 1 

- - 

The main factors contributing to the smooth achievement of 
the technology transfer were (1) the existence of effective lead- 
ership within the executing agency, (2) the application and nat- 
uralization of the technology and know-how learned in the early 
stages of the projects, and (3) the continual implementation of 
projects of similar type. 



Other considerations about technology choice involve mainte- 
nance requiremenis. Slmple technologies are often more reliable. 
France made the following observations about the relationship 
between level of technical sophistication and sustainability: 
"The more advanced the technology involved in a project, the more 
problematic maintenance becomes: equipment is more delicate, re- 
pairs require higher levels of expertise and recourse to tech- 
nicians who must come from abroad, involving longer immobiliza- 
tion periods for expensive squipment. In this area, one also 
sees the harm of anarchic conpetition and the absence of interna- 
tional cooperation . . . .  Indeed, when materials of various ori- 
gins coexist in the same project, upkeep and maintenance of 
investments present problems which are sometimes impossible to 
solve, leading projects intended for development to a graveyard 
of western technology." 

8.4 Ada~tation of Technoloav to Its Settina 

Developing countries need to have the capability to develop 
and adapt new technologies as circumstances change. Technology 
needs to be examined, tested, and adapted to ensure its suitabil- 
ity in a particular developing count-y setting even if it has 
been widely adopted in another developing country. The accep- 
tance of a technology is likely to be enhanced where the users 
see immediate benefits from its application, are trained in its 
use and maintenance, feel that they have effective control of the 
technology (including the timely availability of spare parts) as 
individuals or groups, and believe that its operating and main- 
tenance costs are sustainable. If a sophisticated technology - 
must be chosen for a project, special attention must be given to 
maintenance and to training of personnel. 

The United Kingdom emphasized the importance of the technol- 
ogy's relevance to local needs. Their review concluded that a 
sugar-processing technique was a success in Kenya because the 
local factory wanted the technology. Again in Kenya, the dissem- 
ination of a new roofing technology was a success because the 
technology met a perceived need and the collaborating institution 
was strong. In contrast, the adoption of the same technology in 
Malawi was slowsr because the collaborating institution proved 
weak and quality control was poor. -~. 

Australian technical assistance to the forestry industry in 
South China demonstrated low-cost methods of increasing forestry 
production. The technology selected was adapted to allow the use 

I '  

- of locally produced equipment to help ensure sustainable opera- 
tions. 



9. SOCIOCULTURAL FACTORS 

For a project to be sustained, it must become a part of the 
social fabric of the area in which it operates. Satisfying the 
technical requirements of the project is not sufficient; the 
project must also be compatible with its setting. This require- 
ment applies to all the factors discussed in this repurt--design 
and implementation, the financing scheme, technology selection, 
the capacity of the institution that will assume responsibility, 
and so on. Although a project may be able to exert some influ- 
ence over local sociocultural flctors while esternal financing is 
still available, it is unlikely that this will continue when 
a.;~l,tance is withdrawn. Integration of the project with the 
s o , ; ; ~ l  and cultural setting thus becomes especially important if 
tk~e activity is not to be rejected aftlkr assistance ends. 

9.1 Motivation and Tradition 

Projects that attempt to function in ways that are inconsis- 
tent with local traditions have a high risk of failure. The 
World Bank review noted two examples that illustrate the impor- 
tance of understanding the behavior of local groups and the moti- 
vations behind it. One project in West Africa that sought to 
impose a cooperative system alien to traditional socioeconomic 
practices failed in its institutional development objectives. 
Another project in the Eastern Africa region, which attempted to 
introduce double-cropping in a rice-producing area, demonstrated 
that such efforts can fail if they depend on the use of a tech- 
nology previously untried in the country. In both examples, it 
did not become fully evident until after implementation that the 
project designs were failing to modify existing behavior. 

9.2 Local Organizations 

The involvement of local communities and institutions can 
promote sustainability by building a base of support and foster- 
ing a sense of local ownership of the project. Working through 
local communities makes it easier to take advantage of tradition- 
al organizations and indigenous practitioners. For example, 
health delivery systems can incorporate traditional midwives and 
healers. Local groups are known and trusted by their communi- 
ties. A fee structure representing the value of services is 
often in place. The problems of the community are kiiown. Per- 
haps the greatest contribution of local participation is that it 
Gssig~s responsibility to those who will benefit. 



While b u i l d i n g  l o c a l  c a p a c i t y  can  be d i f f i c u l t  i n  t h e  s h o r t  
run ,  s u c h  e f f o r t s  are n e c e s s a r y  t o  e n s u r e  t h a t  p e o p l e  c o n t i n u e  t o  
make t h e  c o n t r i b u t i o n s  n e c e s s a r y  f o r  s u s t a i n a b i l i t y .  

9 . 3  The Role  o f  Women 

One of  t h e  ma jo r  c r o s s c u t t i n g  i s s u e s  a d d r e s s e d  by t h e  DAC 
E x p e r t  Group on A i d  E v a l u a t i o n  d u r i n g  i t s  r e v i e w  o f  1 9 8 6  e v a l u a -  
t i o n s  was t h a t  o f  women a s  b o t h  a g e n t s  and b e n e f i c i a r i e s  o f  
development .  DAC i n t e r e s t  i n  t h i s  i s s u e  m i r r o r s  donor  a w a r e n e s s  
and a p p r e c i a t i o n  o f  t h e  s i g n i f i c a n t  r o l e  women p l a y  i n  t h e  d e v e l -  
opment p r o c e s s .  The more t h e  r o l e  o f  women i s  unders tood ,  i n  
t e r m s  o f  b o t h  i t s  problem a r e a s  and i t s  s t r e n g t h s ,  t h e  more f u -  
t u r e  programs can  b e n e f i t .  The DAC r e p o r t  on women i n  deve lop-  
ment,  based  on member e x p e r i e n c e ,  b r o u g h t  o u t  s e v e r a l  p o i n t s  t h a t  
a r e  p a r t i c u l a r l y  r e i e v a n t  t o  s u s t a i n a b i l i t y .  

The DAC s t u d y  found t h a t  women were a d d r e s s e d  i n f r e q u e n t l y  
i n  e v a l u a t i o n  f i n d i n g s .  Al so  n o t e d  was t h a t  t h e  l a c k  o f  a t t e n -  
t i o n  t o  women p a r a l l e l e d  a  l a c k  o f  s p e c i f i c  a t t e n t i o n  t o  t a r g e t  
p o p u l a t i o n s  o v e r a l l  i n  e v a l u a t i o n s .  T h i s  f a i l u r e  c a n  have  seri-  
o u s  i m p l i c a t i o n s  f o r  s u s t a i n a b i , l i t y .  If it i s  n o t  known whe the r  
and how t h e  i n t e n d e d  b e n e f i k i a r l i e s  a r e  b e i n g  a f f e - t e d  by ,program 
a c t i v i t i e s  o r  how g e n d e r  d : f ferences  a f f e c t  a c t i v i t i e s ,  a p p r o p r i -  
a t e  s t e p s  canno t  be t a k e n  t o  improve b e n e f i t  d e l i v e r y  and t h u s  t o  
impcove s u s t a i n a b i l i t y .  These i s s u e s  s h o u l d  be a d d r e s s e d  d u r i n g  
a l l  p h a s e s  of  t h e  p r o j e c t ' s  l i f e ,  i n c l u d i n g  e v a l u a t i o n .  

\ 

Another  o b s e r v a t i o n  o f  t h e  DAC s t u d y  was t h a t  e v a l u a t i o n s  o f  
p r o j e c t s  i n  c e r t a i n  s e c t o r s  ( a g r i c u l t u r e ,  h e a l t h ,  w a t e r ,  popula-  
t i o n ,  and e d u c a t i o n )  i n c l u d e  more f r e q u e n t  r e f e r e n c e s  t o  women. 
I n  t h e s e  s e c t o r s ,  women have  s t r o n g  t r a d i t i o n a l  r o l e s  a s  l a b o r e r s  
( a g r i c u l t u r e ,  h e a l t h ,  a n d  w a t e r )  o r  a s  n e g l e c t e d  members o f  s o c i -  
e t y  ( p o p u l a t i o n ,  h e a l t h ,  and e d u c a t i o n ) .  F o r  exsmple ,  women a r e  
ofbeen t h e  p r o v i d e r s  o f  h e a l t h  s e r v i c e s  as t r a d i t i o n a l  b i r t h  a t -  
t e i ~ d a n t s  and h e a l t h  w o r k e r s .  They a l s o  assume r e s p o n s i b i l i t y  f o r  
t h e  h e a l t h  needs  o f  t h e i r  c h i l d r e n .  I t  i s  n o t  s u r p r i s i n g ,  t h e n ,  
t h a t  n u t r i t i o n ,  f a m i l y  p l a n n i n g ,  and  p r i m a r y  h e a l t h  p r o j e c t s  t e n d  
t o  have  t h e  g r e a t e s t  impact  on women. P r o j e c t s ,  e s p e c i a l l y  t h o s e  
i n  t h e  s e c t o r s  ment ioned,  t h a t  hope t o  have  a  l a s t i n g  impact  and  
become i n t e g r a t e d  i n t o  t h e  s o c i a l  f a b r i c  o f  a  community must - - - .-- , 

e x p l i c i t l y  a d d r e s s  women a s  p r i n c i p a l  a c t o r s .  P r o j e c t s  s h o u l d  
a d d r e s s  t h e  c o n d i t i o n s  t h a t  a r e  n e c e s s a r y  t o  e n a b l e  women t o  \?,? 3 

enhance  t h e i r  c o n t r i b u t i o n s  t o  p r o j e c t  a c t i v i t i e s .  



ENVIRONMENTAL AND ECOLOGICAL FACTORS - 

The ecological balance of many developing countries is being 
threatened by population pressures and poor management of natural 
resources. In some cases, unplanned development has accelerated 
the depletion of natural resources, threatening the ability of 
the environment to renew itself. For most development projects, 
environmen~al impact analyses are part of the design process. 
Environmental policy and incentives are two areas in which 
actions can be taken tc ensure that the benefits of projects are 
sustainable in a manner that is ecologically sound. 

10.1 Environmental 2olicy 

Policymakers must ensure that ecological impacts are fac- 
tored into national growth and development plans. In addition, 
regulatory controls are often required to prevent environmental 
abuse for individual profit. 

The World Bank recently reviewed environmental issues 
reported in its project performance evaluations. The findings 
illustrate some of the issues that appear in many donor projects. 
Most industrial projects were found to have adequate pollution 
and environmelltal controls. These included elaborate dam safety 
measurl?s in an earthquake-prone area in Yugoslavia and the effec- 
tive control of effluent discharge from oil paln~, rubber, and 
livestock enterprises in Malaysia, CGte dtIvoire, and Romania. 
Perhaps sJen more important, some projects had a positive iinpact 
on the environment by helping to develop environmental guide- 
lines, formulating or strengthening overall governmental policies 
for protecting natural resources, or demonstrating new environ- 
mental control techniques. 

Other projects were thought to have damaged the environment. 
These included cases in which deforestation was judged to have 
had an adverse effect on wildlife in Cameroon, the possible pol- 
lution of groundwater resources by agrichemicals in Yugoslavia, 
and a deterior?.tion in waste-water standards under a water supply 
project in India that gave priority to an expansion of urgently 
needed water supplies that exceeded the capacity of the treatment 
acilities. . ..- 



10.2 Incentives and Understanding 

The second way in which sustainability can be enhanced 
through attention to environmental factors is by encouraging 
changes in behavior patterns that adversely affect the environ- 
ment. This requires that the implications of actions, on the 
part of both donors and recipients, be understood. Ecological 
impact assessments during project design and evaluation and the 
education of participants are an important part of this process. 
Ownership can be a strong incentive to conservation. Experience 
shows that individuals are more apt to conserve resources when 
they are taken out of the public realm and when people are able 
to benefit directly from conservation efforts. Therefore, in- 
stead of designing a reforestation project or regulating how many 
trees can be cut, governments should provide incentives to grow 
and protect trees. One way to do this is by distributing seed- 
lings to individuals. Ownership of the trees gives people an 
incentive to conserve the trees for their future productivity. 

It is clear that project designs must include assessments of 
the unintended impact of project outputs, especially any negative 
impacts on the environment. For certain projects, environmental 
assessments are particularly important. These include projects 
in river basin development, water management, large-scale agri- 
cultural mechanization, drainage, land development and resettle- 
ment, roads, power plants, industrial plants, large-scale hydro- 
electric and potable water and sewerage projects, and projects 
that promote pesticide use. 

11. EXTERNAL FACTORS 

Development programs operate within the context of an exist- 
ing political, economic, and cultural environment that is beyond 
their control. Yet they can be deeply influenced by this exter- 
nal envircnment. Regardless of how well a program is designed, 
or how appropriate it may be to development goals, it is unlikely 
to be sustained if the external environment 1s hostile. Severe 
disruptions like those resulting from political instability, 
natural disasters, or a balance of payments crisis can dwarf any 
other considerations. Furthermore, the economic c~ntext outside 

- the project's sphere.of influence can have major repercussions: 
low or falling world rrtarket prices, rampant inflation, chronic 
foreign exchange shortages, and balance of payments crises may 
frustrate the chances for sustainability of even the most promis- 
ing program. These factors are thus an important part of the 
program selection and design process. 



11.2 ------ Economic C o n t e x t  

A program requires a stabte econom,.' ' ,~ment. An eco- 
nomic crisis  present.^ speclnl problems ,evelopment program. 
Econ0mi.c shocks  or di.slocations can cor; ,rlciny forms, and when 
severe, they can overshadow a11 other i' . ~ ~ C E S .  Some examples 
include high rates o f  inflation, chrc reign exchange short- 
ages, low or falling world market prl ; agnating levels of 
general economic growth, and econornic dislocations resulting from 
severe natural disasters. While any of these problems would be 
troublesome to programs in even the strongest of economies, they 
can be devastating in an economic system that is fragile. In 
Germany's analysis, where finance was cited as distincti.ve for 
sustainability, it was noted that "finances should be seen in 
direct connection with the capital situation in theicountry that, 
for example, can suffer drastic restrictions through IMF imposi- 
tions." From a longer term perspective, the origins of such 
financial problems are rooted in inappropriate national economic 
policies that distort markets and cause diseauilibrium, rather 
than in the stabilization and structural adjv~tment policy 
reforms that eventually bcwme necessary. 

11.2.1 Level of Development 
. - , - - - -. --- - 

A favorable world economic environment and sound domestic 
economic policies are important to the sustainability of any 
program. Unless the national economy provides a secure basis 
for underwriting future costs, no amount of good intentions or 
binding agreements with donors can ensure the actual availability 
of resources. This is not to imply that projects should not be 
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carricd oul: in countr.i.es cxperiencirlg financial crisis. Obvious- 
3.y, t l l c ?  poo rc r  the country, tzhc greater the need. What this does 
ir~dlcate i.a that economic crises can create special problems that 
rcquire special actions. 'She donor must be realistic about the 
financial- capacity of thc de~cloping country, This may mean 
scal . ing  a projcct down or providing postproject support to bridge 
the cr.i.si.l;. 

a The structure of all assistance projects must reflect the 
u ~ ~ j . q u c  setting in which they operate. Lower income developing 
countries differ from relatively higher income developing coun- 
tries in several ways that can affect a development project. 
Thcy generally have a lower level of institutional development, a - 

- lack of trained manpower, and a poor resource base. The poorer 
the country, the more attention must be directed to institutional - 
dcvelop~nent, appropriateness of technology, and absorptive capac- - 

ity of the developing country's government. Most often this will - 
mean a project that is less complicated, ambitious, and expensive 
than one that might be attempted in a relatively more developed 
country . 

11.2.2 Foreiqn Exchange Availability 

Many donors cited balance of payments constraints as an 
important influence on sustainability. A balance of payments 
crisis can make a program unsustainable, When foreign exchange 
shcrtages become critical and chronic, programs that depend on 
imported supplies such as gasoline and medicines are threatened. 

The balance of payments implications of the choice of tech- 
nology was also highlighted by Canada's review. As a general - 
rule, projects that minimize the burden on a country's balance of 
payments are more likely to be sustainable. The use of appropri- 
ate technologies, local resources, and indigenous organizations 
should mean less dependence on imported spare parts, replacement 
machinery, and technical expertise. The corollary is that capi- 
tal-intensive, high-technology projects that are dependent on 
imported inputs are less likely to provide sustainable benefits, 
especially during periods of foreign exchange shortage. 

?(, -," 
I r - --. --- - 11.2.3 Natural Disaster: 

Many countries have experienced natural. disasters such as 
drought, earthquakes, or floodi~g. Such disasters not only cause 
immediate human suffering, which is often addressed through 
humanitarian assistance, but also result in longer term economic 

I ,  
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dislocatj.ons. Under such circurnstances, even successEu1 programs 
can end abruptly. 

A severe drought or ol-.hcr natural disaster can cause eco- - 

nomic dislocation or shock that can completely dwarf all other 
influences on a program. Drought and the resulting famine can 
make any community-based component difficult to promote as food 
and water supplies become people's primary concern. The persis- 
tence of drought leads to economic hardships that threaten the 
viability of com~nunity support as the local economy weakens and 
reduces the ability of villagers to pay for services. - 

12. PROGRAM DESIGN AND EVALUATION REQUIREMENTS 

12.1 Scope of Design and Evaluation Requirements 

Donors make a series of choices about the selection, design, 
implementation, and evaluation of their development programs. - - 
This section discusses some of the choices and techniques that = 

can favor sustainability and then looks at the need to more Fb 
closely incorporate sustainability factors into the project eval- I ,Y 

bn 
uation process. 

rn 12.2 - Selection Dezisions and Sustainability - 

12.2.1 project Choices 

One way donors can approach the issue of sustainability is 
to examine its relationship to several choices about projects -- - 

.IL over which they exercise varying degrees of control. In il?s 
review of sustainability, Norway offered examples of hypotheses 
or choices that could be tested to provide more guidance for 
sustainability. The results of the analysis of these questions , 
would not be used to avoid problematic countries, sectors, or 
regions but rather to indicate where problems might be more seri- , 
ous. Project~selection and design could then be adapted in a way 

. ----- that minimizes sustainab.ility problems .- . . .. - - - 
' 

-- Choice of country. Projects in countries with chronic 
foreign exchange problems, high debt-service ratios, or 
little ability to increase tax revenues are likely to 
have more severe sustainability problems. % \ 

i \\ 



- - Choice of sector. Projects in some sectors are likely 
to be particularly prone to problems, such as recurrent 
cost financing in health and education pro ject:s, main- 
tenance problems in transportation projects, or issues 
of political sensitivity in urban development projects. 

-- Choice of region. Regions far from the main population 
centers may have difficulty recruiting and keeping staff 
and obtaining funds and supplies. 

- - Choice of project within a sector. Projects aimed at 
disadvantaged groups are likely to have problems unless 
they have strong and sustained support among influential 
groups; projects with a long payback periods may have 
problems of financial sustainability. 

- - Project desiqn. Projects based on sophisticated tech- 
nology are likely to require skills for operation and 
maintenance that are not readily available domestically. 
However, technology that is the least capital intensive 
among alternative choices may involve problems of recur- 
rent cost funding owing to increased operating cost 
burdens on the developing co..mtry. Also, complex multi- 
component designs may create insurmountable management 
prob1err.s. 

Belgium has developed a useful project design approach for 
analyzing assumptions or hypotheses about conditions in a proj- 
ect's environment. The method differentiates between risks that 
are impcrtant but acceptable and those that are "fatal. I' In 
fatal-assumption cases, the chances for project success and sus- 
tainability are so poor that the project should not be under- 
taken. Differentiation is also made between important assump- 
tions with acceptabie, calculable risks, which do not necessarily 
demand a new project approach, and fatal assumptions, which are 
not only important and involve high risk, but which also demand 
anather project design or approach. 

This approach involves answering a series of questions about 
assumptions required for project success and sustainability,, such 
as "Is it important?" and "How likely is it that it will -r,ccur?': 
For an assumption that 2s both important and not likely to occur, 

. -- -_- . -. -the--third .an4 final question is- '!can- -the project be designed/ - - 
. 

redesigned to influence it?" If the answer is "yes," the project 
should go ahead, but if the answer is "no," it is a fatal assump- 
tion and the project should be dropped. 



12.2.2 Noriproject Assistance 

Assistance in forms other than project assistance is becom- 
ing an inc~easingly important part of many donorsf portfolio. 
Many times when nonproject assistance is selected as the pre- 
ferred instrument, sustainability is not a primary objective. 
Nevertheless, attention to critical areas can help improve 
effectiveness. 

When comparing nonproject to project assistance, the World 
Bank %~oted that the issue of sustainability is clearer when proj- 
ects are in produztive sectors where the link between the project 
and autput is close. "In the case of nonproject lending, the 
issue of sustainability is much less tangible conceptually and 
its assessment therefore primarily qualitative and judgmental." 
This is also true for projects that,inc:ude objectives such as 
policy chal~ge or institutional dev2lopment. 

The World Bank's review of its structural adjustment lending 
program (defined by the World Bank as nonproject lending to sup- 
port programs of policy and institutional change necessary to 
modify the structure of an economy so that it can maintain both 
its growth rate and the viability of its balance of payments in 
the medium term) revealed two main facets of the concept of sus- 
tainability: (1) whether the programs of policy and institution- 
al change led to structural shifts in production necessary for 
sustained growth accompanied by a viable balance of payments 
situation, and (2) whether there was sufficient progress in cre- 
ating the administrative and institutional framework necessary to 
sustain the process of policy reform. 

It is interesting to note that the primary lessons reported 
rrom this experience are very consistent with the sustainability 

, factors mentioned throughout this report. Namely, implementation 
cf the intended reform measures took longer than anticipated, 
expectations for governments' administrative capacity to-intro- 
duce reforms were overly optimistic and initial assessmenr.s were 
inadequate, and institutional development turned o~it to be a much 
longer process than envisaged. l 

Despita these difficulties, the World Bank cor.:luded that 
I 

the struc;ural adjustment I~an~,.activities and related discussions 
.,have given development government officials a much better under- 



reform process is more likely to be sustained and the political 
commitment reinforced when a structural zdjustment loan is made 

- more in support of actions taken thaz the basis of promised 
measures. 

Design and Implementation Requirements Favorinq 
Sustainability 

Realistic Goals 

Designers must set realistic goals. Every development proj- 
ect has one or more goals to achieve. These are the desired 
final outcomes of a project and are otten stated very generally. 
A project's goals must not be overly ambitious in relation to the 
developing country's resources and absorptive capacity. Trying 
to do too many things simultaneously may result in doing none of 
them well. Failure to meet targets can be frustrating for both 
donors and host governments, and unreulistic targets soon become 
counterproductive. Project design shoul'd also strive to avoid - unnecessary complexity. If activities are not firmly established 

I and counterparts have not acquired the minimum level of competen- 
1 cy required to carry them out, the activities will not be sus- 
- 
- tainable. 

1 2 . 3 . 2  Project Duration i 

- 
- 

- Closely related to the establishment of goals is the deci- 
sion regarding the time given to implementers to achieve results. 
There is a pervasivelt.endency at the design stage to make unreal- 
istic, optimistic projections- regarding the time required to meet 
project goals. Of all the factors of sustainability, time, which 
was cited frequently by donors, emerges as one of the most 
crucial. '\. 

'K, 
The duration ?f a project must be appropriate to the proj- \ ectfs puGpose, strdtegy, resource endowments, and expected out- 

puts. 1tV\takes more time than most planners anticipate to intro- 
duce training, education, community participation, and related 

relatively short time in which to institutionalize its activi- 



Meeting the physical targets of a project is only the first 
step, A projectf s initial demonstration of results is a neces- 
sary but not sufficient-. condition for sustainability. ?'he proj- 
ect must take the next difficult step of shifting to the develop- 
ing country the capability to continue project activities. Expe- 
rience shows that the process is a long one, and trying to 
achieve it within the traditions; 5-year project time frame usu- 
ally guarantees failure. 

Evaluati.ons of United Nations Development Program projects 
found that project designers tended to underestimate the time 
required to achieve objectives. A minimum of 10-15 years is 
required to develop any degree of sustainable institutional 
capacity. Project designs with a "fast trackM approach are not 
only out of phase with developing country realities but also 
virtually ensure that decisions will be made by technicians and 
bureaucrats, with limited involvement of participants. Donor 
participation in human resources development projects should be 
planned wit hi^ a multiyear government program. Instead of initi- 
ating activities piecemeal and trying to coordinate them after- 
words, donors should help developing country governments devise 
coherent, longer term strategies and reflect their commitment by 
multiyear f inancing. 

12.3.3 Maintenance and Support Systems 
' ,  , 

The maintenance of project-supplied equipment is often g i ~ e n  
insufficient attention in the design stage and so becomes a major 
stumbling block to implementation. Equipment breakdown and lack 
of spare parts or of operating funds for ;gasoline and new tires r * 

were frequently cited as the cause for a ?rojectfs failure to i deliver drugs and other critical suppliesi. This becomes an even 
more serious constraint when transportatipn and delivery of ser- 
vices to remote areas are an essential pa/rt of the program. 

I 
I 

An adequate transportation, maintena/~ce, and commodity sup- 
ply system is necessary for sustainabi1it:y. In the review orl its; 
projects, Japan found that an inadequate budget for mainteng[ce 
and the purchase-of spare parts was the mbst frequently cited; 
factor affecting sustainability, accountihg for 30 percent of bl1 

\ problems. In addition to establishing th/ese systems, projects m, 

must develop the developing country's cap,%5ilit-y to manage them - -  _ - -." 
once donor assistance ends. i 



-50-  

1 2 . 3 . 4  Continuity 

Several donors mentioned the role of continuity. When 
availability of funds is predictable, plans can be made and car- 
ried out. Stops and starts in the flow of financial assistance, 
personnel training, and other activities can disrupt project 
implementation. Continuity can be strengthened by a gradual, 
rather than abrupt, phasing out of donor personnel. 

A Canadian evaluation of the Universities of Botswana, Leso- 
tho, and Swaziland Phase I11 project emphasizes that scheduling 
periods of overlap between expatriate personnel and indigenous 
personnel after the latter returned from training was essential 
to the transfer of skills and technology. The period after proj- 
ect completion is also important. An evaluation of the Caribbean 
Basin Water Management prcject stated that projxt benefits are 
more likely to be susta~ned when the donor maintains a strong 
presence in the country after donor funding ends. Conclusions 
based on evaluation studies suggest that smaller, well-targeted 
follow-up projects (e.g., a spare parts project) that support 
achievement of long-term self-sufficiency enhance sustainability. 

Flexibility appeared to be an important design quality in 
the short term. Projects must be able to adapt to unanticipated L 

changes in their external environment if they are to remain sus- = 

tainable. The sustainability of a number of projects was im- - 

paired by policy, economic, and institutional changes in the 
external environment to which the projects could not fully adapt. 
The experience of nearly every project reviewed that had achieved 
sustainability demonstrated some requirement for flexibility, 
coupled with a capacity to plan for anticipated changes in the 
environment. These included designing some form of permanent 
project mechanism, such as a monitoring and evaluation function, 
that is sensitive to shifts in the external environment. Compe- 
tent managerial leadership is central to guiding project adapta- 
tions to changing circumstances. 

- 

12.3.6 Phased Desiqn and Pilot Prajects 
/' 

-. - "- - 
t 

Phased design and pilot projects are two design features 
that can be used to improve a project's prospects for sustain- 
ability. 

w 

i Y 



I t  can  be  u s e f u l  t o  view a  p r o j e c t  a s  a  development  p r o c e s s  
- 
-2 

t h a t  p a s s e s  t h r o u g h  s e v e r a l  s t a g e s  b e f o r e  r e a c h i n g  m a t u r i t y .  An 
e x p l i c i t  r e c o g n i t i o n  o f  t h e s e  s t a g e s  i n  t h e  p r o j e c t  d e s i g n  h e l p s  
f o c u s  a t t e n t i o n  on t h e  e l e m e n t s  r e q u i r e d  f o r  t h e  p r o j e c t  b o t h  t o  
meet i t s  immediate g o a l s  and t o  p r e p a r e  a f o u n d a t i o n  f o r  t h e  n e x t  
g roup  o f  a c t i v i t i e s .  Phased d e s i g n  r e c o g n i z e s  t h a t  e v e r y t h i n g  
c a n n o t  happen s i m u l t a n e o u s l y  and t h a t  t h e r e  are b e n e f i t s  i n  d o i n g  
f i r s t  t h i n g s  f i r s t .  The p h a s e s  may b e  i n c o r p o r a t e d  w i t h i n  a  
s i n g l e  p r o j e c t  o r  t h e y  may i n v o l v e  t h e  o r i g i n a l  p r o j e c t  and  a  
fo l low-on p r o j e c t .  

Another  d e s i g n  i s s u e  t o  c o n s i d e r  i s  t h a t  of  s c a l e . .  I f  a  
p r o j e c t  t h a t  i s  e v e n t u a l l y  t o  b e  n a t i o n a l  i n  s c o p e  i s  f i r s t  t e s t -  
e d  i n  one r e g i o n ,  v a l u a b l e  e x p e r i e n c e  c a n  b e  g a i n e d .  A p i l o t  
p r o j e c t  e n a b l e s  implementa t ion  d i f f i c u l t i e s  t o  b e  i d e n t i f i e d  and  
c a r r e c t e d  b e f o r e  t h e  p r o j e c t  i s  expanded on a n a t i o n a l  s c a l e ,  
t.hus r e s u l t i n g  i n  g r e a t  s a v i n g s .  The l a r g e r  t h e  f i n a l  e f f o r t  i s  
t o  be ,  t h e  morc i m p o r t a n t  a  p i l o t  approach  becomes. 

I n  t h e  c a s e  of  b o t h  phased  d e s i g n  and p i l o t  p r o j e c t s ,  t h e  
donor  m a i n t a i n s  some l e v e r a g e .  Funding c a n  b e  d i s b u r s e d  i n  t r a n -  
c h e ~  t h a t  a r e  c o n t i n g e n t  on t h e  s u c c e s s  of  t h e  p r e c e d i n g  s t a g e .  
When a  p i l o t  e f f o r t  f a i l s ,  s e r i o u s  q u e s t i o n s  must b e  a s k e d  and  
p l a n s  a d j u s t e d  a c c o r d i n g l y  b e f o r e  t h e  p r o j e c t  i s  expanded.  

1 2 . 4  L i n k i n 9  E v a l u a t i o n  and  S u s t a i n a b i l i t y  
I 

E v a l u a t i o n  c a n  p l a y  a n  i m p o r t a n t  r o l e  i n  e n s u r i n g  t h e  s u s -  
t a i n a b i l i t y  of  p r o j e c t s ,  y e t  s u s t a i n a b i l i t y  i s  o f t e n  i n a d e q u a t e l y  
t r e a t e d  by e v a l u a t i o n  t eams .  

Germany's r e p o r t  was i n d i c a t i v e :  "A compar ison  between t h e  
- i - e s u l t s  of  t h e  DAC r e l e v a n t  p r o j e c t  r e p o r t s  [291 and  t h o s e  o f  t h e  
second  s u b t o t a l  [ 2 3  p r e d a t i n g  t h e  DAC q u e s t i o n s ]  shows t h a t  t h e  
DAC q u e s t i o n s  have  led t o  a  more comprehens ive  t r e a t m e n t  o f  t h e  
term " s u s t a i n a b i l i t y "  [ b u t ]  t h e  q u e s t i o n s  have  n o t  y e t  opened up  
t h e  term t o  i t s  f u l l e s t  e x t e n t . . . .  Hard ly  any  e v a l u a t i o n  e x p e r t  
p a i d  r e g a r d  t o  t h e  c o n c r e t e  q u e s t i o n  o f  s u s t a i n a b i l i t y  a f t e r  
donor  f u n d i n g  h a s  ended .  ' I ; .  
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Canada o f f e r e d  s e v e r a l  r e a s o n s  why s u s t a i n a b i l i t y  was g i v e n  
- \ . -  f u l l  a n d  d i r e c t  t r e a t m e n t  i n  l e g s  t h a n  h a l f  t h e  p r o j e c t  e v a l u a -  

t i o n s  reviewed,  d e s p i t e  i t s  p r i o r i t y  i n  t h e  Canadian  development  
t . ,  program. F i r s t ,  many o f  t h e  p r o j e c t s  were d e s i g n e d  a s  l o n g  a s  a 

decade  ago, when s u s t a i n a b i l i t y  had n o t  y e t  emerged a s  a p r i o r i t y  I r- 
theme. I n  a d d i t i o n ,  many o f  t h e  e v a l u a t i o n s  were midczerm e v a l u -  

, a t i o n s  o r  e n d - o f - p r o j e c t  e v a l u a t i o n s  t h a t  were conduc ted  i m m e d i -  



ately after the project was completed; thus evidence of longer 
term sustainability had not yet emerged. 

The United States, like most other donors, has always close- 
ly monitored and evaluated projects from implementation through 
project completion. However, evaluation reports have usually 
focused on how effectively funds were used during ?-he project. 
This has also been the basis on which project implementers and 
designers have been rewarded. More recently, the United States 
has been addressing specific problems, such as recurrent cost 
recovery and institutionalization, that are critical to 
sustainability, but a more comprehensive and systematic approach 
to sustainability has not been introduced. 

Denmark, based on 23 evaluation reports, concluded that the 
most important factor in applying the sustainability concept and 
improving evaluation work is the explicit incorporation of the 
concept in its project appraisals as well as its regular evalua- 
tion practices. Past practice has been to annex the issue of 
sustainability to the ordinary terms of reference, but sustain- 
ability has not figured in any centra,l way in appraisal reports. 
In order to apply the sustainability concept, policies in this 
area must be clarified and criteria based on actual experience 
must be formulated. For example, policy should be clarified for 
cases in which the Danish International Development Agency is 
prepared to accept that a project is not economically sustain- 
able. Moreover, some idea of how the project handover is going 
to take place should be formulated during early project phases, 
ane thec further developed during mid-term evaluations. 

12.5 Current Efforts 

The discussion has been limited, for the most part, to iden- 
tification of the factors associated with sustainability and 
discussion of their influences. Almost all donors incorporate 
these factors into their design decisions in some way. As sus- 
tainability is given greater attention as a development objec- 
tive, donors are increasingly agreeing on the need to systematic- 
ally consider sustainability in all development projects and to , 
make it one of the focal concerns in development cooperation. 

-. 

12.5.1 Monitoring and Evaluation Systems 

1 

Donor agencies have'established monitoring and evaluation 
systems for their projects. These systems provide the means for 
identifying problems of sustainability. In most instances, one 

!) 
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or more of the factors may be pinpointed in reviews of project 
implemenLation. What is less common is the more comprehensive 
approach that considers the full range of factors noted in the 
report. in assessing projects for sustainability. This is mani- 
fest in t h e  conclusion from donor reports that the question of 
sustainability had not been addressed. Growing sensitivity to 
the issue of sustainability is, however, resulting in changes in 
monitoring and evaluation scopes of work. The fact that DAC 
members expressly included questions on sustainability in their 
1386 evaluations as t1 basis for their reports itself reflects 
siynificant progress in creating an awareness of the sustainabil- 
.it{ issue. 

Germany concl-uded from its review of 52 project evaluations 
that "the term \sustainabilityt should be defined more precisely, 
the connection between cause and effect should be studied in more 
detail, and a binding definition for evaluation work should be 
made. The concept of sustainability should, according to its 
special significance, be integrated more strongly into project 
appraisal, planning and management. This is a necessary precon- 
dition for a more intensive treatment of this aspect within eval- 
uation work." 

12.5.2 Early Warning System 

Most donors have systems for tracking prcject performance. 
These systems can be employed to anticipate issues of sustaina- 
bility. For example, the Commission of the European Communities 
(CEC) has been experimenting with an "early warning system" for 
identifying the emergence of problems that may affect sustaina- 
bility. The heart of this sustainability management system is a 
list of indicators that closely corresponds to the categories of 
factors discussed in this report. For each indicator, evaluation 
teams are required to report on the "intended situation after 
project completion" and the "progress situation to-date." The 
former requirement forces precision in thinking about wh?,t the 
project is ultimately expected to accomplish. The specification 
of intended and to-date situations for each indica:or thus con- 
stitutes a standardized rating scheme that ca,? be used to make 
basic judgments about each critical component of a program. 

For each indicator, an explicit "traffic signal" assessment 
of sustainability status is given: green light, satisfactory; 
yellow light, serious problems that can be overcome; and red 
light, grave problems, indicating that the project is in danger 
of failing. If red or y6llow ratings are assigned, a more de- 
tailed assessment of program performance is required, includin~ 
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indications of major difficulties and proposals for specific 
corrective action. 

The final step in this process is the global assessment af 
sustainability. This represents the summary professional judg- 
ment of overall performance to date in relation to future sus- 
tainability. The global rating, along with comments and propo- 
sals for action, is placed on a cover sheet to highlight the 
findings. The advantage of this signal system is that it prc- 
vides continuity and consistency in judging programs and clearly 
defines responsibility for measures to be taken. As the CECfs 
review pointed out, "The question whether a project will be via- 
ble is asked right from the beginning of the project life, i.e., 
the identification of the first project idea, and runs through 
the whole project cycle, including notably the feasibility study, 
appraisallfinancing, monitoring and evaluations." 

Without prescribing a particular system, the essential point 
is the importance of having a systematic procedure for tracking 
sustainability considerations in donor reviews of program 
performance. 

12.5.3 Collaboration With Developing Countries 

la An essential part of efforts to improve the sustainability 
of development programs is in close collaboration with developing 
country counterparts at all stages in a project's evo1.ution. The 
creation of sustainable programs, building on a donor's project 
interventions, requires a constructive environment of developing 
country commitment to policies and practices that support sus- 
tainability and broad beneficiary involvement. This can be 
achieved only by effective leadership within the developing coun- 
try itself. An effective process of collaboration in support of 
this leadership is central to the achievement of sustainability. 



APPENDIX A 

FACTORS IN THE SUSTAINABILITY OF SOCIAL SERVICES 

Objective: To develop a capabilizy to sustain the benefits (results) genera:ec 5y a15 prcjecz ~n:er~ec::cns afzer assiszanze 1s zerzinareE. 

Factors 
Affecting 

Sustainabiltcy 

- 
Co.mnir.ment and Gov- 
ernment Policies 

Co.mitrr.ent of leaders and constitu- 
encies to objectives of progran and 
to supportive policies. 

, . Cox?.i:ner.t LO o=jec:l.~es By local of- 
ficials, leadership, and co~s=i:.:en- 
cies. Governr.enc supsort fcr local 
organizaticn and iniziatives. 

Cczparabllity cf ckjeczices azs 
. , ry-zes of se-vices u--- - .,, ---' ..G- < e ~  q- - *-....;- IC---_._L -. y f o r  privac& rlr-s. A?- 

~ro~riaze governzen: re-latic-s 
and pclfcies encs-zac:nq szszalx- 
able ;rica:e encererise. 

Management and Org- 
anization 

Managerial leadership for defining 
objectives. Constituency Snilding 
and program administration; organiza- 
tional cacacity (staff, logistics, 
Sudget/fiscal, training, management 
inforzarion syszems) to carry out 
program. 

. . Local ieadezs and canaqers nr=az:zez; 
beneficiazies izcclvec in 313nn:~g 
ant isp'ezenza:icn; local crqaziza- . - cional capaci~ies develc;ec ro 2-p-e- 

and zaintain services. Fcnd 
raising frc- z~liiple sources re- 
q ~ i  red- 

- - . . .  . . .  iccal enz:e;renezr~a- -e;cers-:p 
. . encozraged :o cel.-e-c~ ,--.,-e -- ' ----  sez- 

vice organizzzicxs. 

Finance Government bcdget and foreign ex- 
change allocations to cover opera- 
tions, maintenance, and depreciation; 
phased in over life of project. 

C=rr.~~r.i:y ccnrriSxtior.s fcr fzcili- 
ties and operating cos:s rzisec; cser 
fees eszablished. 

. .  . - C+si:al resccrces ava:~a=Le f c r  52- 
ces-ren: in servizes; ~rices of . . service cover czszs u : : ~  - - m r ; -  Y _ c - - c -  

~apahity to select, adapt, review, 
and maintain program technologies, 
including adaptive rese~rch. 

Technology Com~a?iiies ca?ahie of oserazizg and 
naintaining rechnoloqy, and have a 
role io. rechnclocjy seleccicn. 

Socioculture Program objectives and technologies 
acceptable; gender roles defined; in- 
formation systems keep managercent in 
touch with beneficiary perspectives. 

Wo~en involved in proqraz and :heir 
roles and res~onsibilities idenzi- 
fied. Locai acceptance of techrslc- 
gy; local "ownership" ?f grcgrar. 

Local entrearecezrs a%?: z3  
prograz services. Varke: reseazck 
:o cezernize :c=al ZP&S azC desire 
for services; aCverzisic; :3 Serer- 
ace ce~land. 

Pclicies and regulations for protecz- 
ing environment. 

Environment Local participation and self-ic:e:est 
in procec:ing environment 2rocoted- 

Long-ierr. perspec:: ve cf privaze 
firms encourages CDS: C C  ex,irc~- 
zsntal protecrizn ic inces~rez: 2x6 . . operazic:: azc r.ainzenance =-==e:s- 
Soppor: izclzced for local enzer- 
prise develc?rez: ic service rcciv- . . . . 1::-es =ha= tave 73tezt:a. for 3r;- 
::F>',.: 1 < -  --------- Y - 

Project Desigri and Im- 
plementation 

Realiscic projections of project cb- 
jectives, time schedcles, and organi- 
zational capabilities. Projecz phas- 
ing, flexibility in balancing izmedi- 
ate goals and long-term institution 
building; monitoring and evaluation 
to track performance and impact. 

Pilct projecis fcr generating ~azzi- 
cipation and learning whai xcrks; 
replication feasibrlity .eszed. 

L. 

External Influences Political stability and democratic 
society; international and dcnestic 
market ec~nomy support economic 
growth, access to international tech- 
nological developments 2nd other do- 
nor support. 

Local poliiical stabilizy an<; cos..~- 
nity pzticipaticn in cecisizn-zai- 
ing; ecor.ornic growth cppor=snizies 
able to provide employr.ent anc incoce 
that will sustain local social ser- 
vices. 

- I 
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Source: Agency for; International Development. 
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APPENDIX B 

AGENCIES WITH EVALUATION OFFICES - 
PARTICIPATING -- IN - TI-IE DAC SUSTAINABILI11'Y STUDY 

Australia 

Australian Development Assistance Bureau (AIDAB) 

Canada 

Canadian International Development Agency (CIDA) 

- Commission of the European Communities (CEC) 

Denmark 

Danish International Development Agency (DANIDA) 

France 

Caisse Centrale de Cooperation Economique 

Germany 

Federal Ministry for Economi; Cooperation 

Japan 

Economic Cooperation Bureau, Ministry for Foreign ~ffairs 

Norway 

Ministry of, Development Cooperation 
> 

Sweden i - ' \ 
Swedish International Development Authority (SIDA) 

United Kingdom 

Overseas Development Administration (ODA) 

United States 

Agency for International Development (A.I.D.) 

Inter-American Developmfnt Bank 
.r 


